DOCUBENT RESUME

BD 165 641 HE 010 909
AUTHOR Scott, Robert A.
TITLE Lords, Squires, and Yeomen: Collegiate Middle

Managers and Their Organizations. AAHE--ERIC/Higher
Education ‘Research Report No. 7.

INSTITUTION American Association for Higher Education,
¥Washing¢ton, D.C.; ERIC Clearinghbouse on Higher
Education, Washington, D.C.

SPONS AGENCY National Iust. of Edacation (DHEW), Washington,
D.C.

PUB DATE 78

NOTE 83p.; Some parts may not reproduce clearly

AVATILABLE FROM Publications Department, American Association for
' Higher Education, One Dupont Circle, Suite 780,
Washington, DC 20036 (3$4.00)

EDRS PRICE MF-$0.83 HC-$4.67 Plus Postage.

DESCRIPTORS *Administrative Personnel; Administrator Background;
*Administrator Characteristics; Administrator
Education; *Administrator Rcie; *College
AdminListration; *College Deans; Federal Regulation;
Females; Government School Relationship; Higher
Education; Interviews; Job Satisfaction; Legal
Problems; Literature Reviews; *Middle Management;
Mic~rity Groups; Organizational Climate;
Organizations (Groups); Professional Associations;
Questionnaires; Role Conflict

IDENTIFIERS Compliance (Legal); Information Analysis Products;
Liabili+y

ABSTRACT
This study on collegiate middle managers examines:

the effects of federal compliance -equirements on collegiate
administrators; the cause of growth, elaboration, and differentiation
in middle-level collegiate administration; the functions, status,
roles, and values of mid-level administratcers; and the role of
national occupational associations for professional standing. Data
vere gathered from a literature review, a survey r2search
questionnaire, and structured interviews with more than 200
administrators, faculty, and search committec chairpersoas at 18
colleges and universities of differcent sizes and t;pes. A survey also
vas conducted of the staff aides and directors of House of
Representatives and Senate committees concerned with postsecondary
education legislation, the executives of higher education
associations in Washington, and tke officials at Evscutive branch
agencies. Collegiate mid-level administrators were considered to be
the deans and directors of support services. Presidents, provosts,
academic deans, department chairpersons,. and librarians were
excluded. The following topics are considered: sources of
administrators and their background and training; career paths,
mobility, and organizational commitment; administrators' rights and
grievance procedures; women and minorities in middle management;
comaunication on campus: liability of administrators; satisfactions
and incentives for increased competence and perrormance; training and
development; role conflicts among collegiate middle managers; and
profe551onal associations. Recommendations ard a bibliography are

i ded. (SW)




g

TN

\’ ‘Lords, Squires, and Yeomen: Collegiate
Middle-Managers and The;r Organizations

‘.. Robert A. Scott
<
)

'y AAHE-ERIC/Higher Education

Research Report No. 7
1978

~

US DEPARTMENTOF HEALTH,
EDUCATION A WELFARE
MATIOMAL INSTIVUTE OF

EDUCATION

THiS DOCUMENT HAS BEEN REPRO.
DUCED EXALTLY AS RECEIVED FROM
THE PERLON OR ORGANIZATION ORIGIN.
ATING IT POINTS OF VIEW OR OPINIONS
STATED DO NOT NECESSARILY REPRE.
SENTOFFICI'E2 L NATIONAL INSTITUTE OF
EDUCATION POSITION OR POLICY

Prepared by the

ERMIC ‘< Clearinghouse

on Higher Education

The George Washington University
Washington, D.C. 20036

Published by

the American Association

for Higher Education

One Dupont Circle, Suite 780
Washington, D.C. 20035

O




O

ERIC

Aruitoxt provided by Eic:

This publication was prepared pPursuant to a contract with the National Insti-
tute of Education, 7.8, Department of Heaith, Education and Welfare. Con-
tractors undertaking sucl projects under government sponsorship are encouraged
to express freely their judgment in professional and technical matters. Prior to
publication, the manuscript was submitted to the American Association for Higher
Eduration for critical review and determination of professional compelence. T his
publication has mret such standards. Points of riew or opinions do not, houever,
necessarily represent official views or opinions of either the American Association
for Higher Education or the National Institute of Education.

3



Already Published in the 1978 Series

1. Basic Skills Programs: Are They Working?—$4.00
Mary Kathryn Grant and Daniel R. Floeber

2. To Improve Instruction-—$4.00
Charles C. Cole, Jr.

3. Tenure and Termination in Fin: Exigency—S4.00
Marjorie C. Mix

4. Small Liberal Arts Colleges:
Diversity at the Crossroads>—$4.00

Richard W . Jonsen

e

5. Collective Bargaining in Four-Year Colleges
Barbara A. Lee

6. Compliance with Federal Regulations:

At What Cost? —54.00
Carol Herrnstadt Shulman

To subscribe to the Research Repor?: series (10 issues starting from Jdate of sub-
scription), urite to the Publications Depvartment, American Association for Higher
Fducation, One Dupaont Circle. Suite T80, Washington, D.C. 20036. The subrscription
rate for AAHE rmembers is $25, for nonmemmbers $35. Copies of any of the tities
above are available at the price specified. Payment must accompany all orders un-

der 315




1977 Reports Still Available

1. Federal Regulation and Higher Education — $3.50
Louis 1V. Bender

2. Institutional Goals and Studen: Costs - - $3.50
George B. Weathersbv and Frederic Jacobs

3. Higher Education Opportunity: A Deccade of Progress — $4.50
Larry L. Leslie '

5. University Admission-~ in the 1970’s — $3.50
Carol Herrnstadt Shulman

6. Altermative Tuition Svsiems — $3.50
Douglas S. MacDonald

7. Graduate Education in the 1970's — $3.50
Dauvid A. Triuvett

8. Concepts of Career and General Education — $3.50
Paul A. Olson '

9. Governing Board and Administrator Liability — $3.50
Robert S. Hendrickson and Ronald §S. Mangum

10. Manpower Studies in Postsecondary Fducation — $3.50

Donald M. Norris, William F. Lasher. and Flovd C. Brandt

Cooprtes oof ans enf tioe t1itles Histed afioce are avarlabile ar the sprerctfied foriee. To order,
o rtier ter fhien PPnbilicaitionis Fdetursirvest, denervican Adssoctation toor Pl Foelrieettser,
Crrie Ihipront Curele. Sutie 7800 Wasdiinget oa, D20 €0 Z003n, Paiseenil rasd aecortifrad
all orders under §15.




\\_/

Acknowledgments

The reading and thinking represented in this volume have been
cncouraged by numerous friends among the ranks of both middle-
management and Bralty. Jim Bess (Columbia), Deane Bornheimer
(NY.UD and Gerry Thomas (Gornelly have been ospedially helpful.
Special thanks also go 1o the 200 middle-managers I interviewed as
part of my Fxxon Education Foundation-supported study in 1977 of
the effects of federal regulations on the costs, opcerations, and admin-
Istrative organizations of colleges and universities, and to the 65 re
foomy extensive survey research questionniire.

spondents (720
to the Inte David AL Trivett, who in his

This veolume is dedicar:
friendship encouraced ar aided my work.

N\

C)

ERIC

Aruitoxt provided by Eic:



E

Foreword

Nccording 1o the National Conter for Fducation Statistics, i 1976
there were over Foamitlion tall ored pert time protessional craplovees
of mmstitations of hicher cdncation, €t these, approsimately 102 600
are classthed as execurive, adiministiativ e, or tmanagertal, These e
the mmdividuals who are roesponsible for the nontinstractional funetions
ol o instituation, e vast mgority ol them serve in positions that
greathy sdicor the das to dian opcrations ol oanoinstituation. its oduc-
tional mission, and overnr its st vival,

With the exception of the top-level excontives, ¢oo proesidents and
RUT ('-[JI'('\ft!('ll!\, rnost ol Thiese t:ﬂl})!n\('t'\ hove vers Jonw visthatbies within
the academs. Yer they e the ones who <ot ol the bhudeers, assion
andd tratn suppaornt [- v~onnel, select the stadenime who will e attending
the institdtion, and necotiate matters with storre and federal offices.
They also are the ones who develop and transmir intormation that
creates the public fmace ot the institution. A they are the ones that
help to avnace gifis thor allow the Siculiy 10 have imncreased frecdom
(O PIIESUC 1oty acadeniiie inrterests,

Bur who exactlv are these protessionals> \What are their educd-
nonal aned expoermmental bhackerounds<?  To what extent do thea iden-
iy with the bhelicts, nonms, and sy alues of the faculin?: IS thair pro-
tessional allegiance to the institution? to he Laculiyz or 1o a4 national
peer croup: Beoause of the oy power that these individuals hold
over the functioning and mission ot an ins iturion. it is HUPOrtant to
Krrow exactly who they are, what they do, and how their poerformance
affccts the mmstitution.

Roberr v Scott. issocinge dean of 1the Collece of A\t~ and Sciences
and Nchunce afessor ot A thropolouy, Cornell Uniiversity, has just
completed o comprebiensive study of middicomanaocis, This study
i olved extensive interviews of noncrcadenic professionals, including
daoreview of thoerr dities andd responsthilities. From this vantaoe point
Dr. Scarr has desveloped an anadvsis of thie literatule that helps 1o
cloriby the acral andd potential role of middle manacers in the overall

functioning ol in~tittitions of hicher educarion.

Jonathun DL Fife, Direcror

FRIC Clearinghouse on tlicher Fdueation

iy
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Overview

e
Thas reporr examines (a0 e clects ol federal compliance requite-

ivnts on collegiate admimistiation: by the atse of Lrawth, clabona

ton and diffcrentiation in mirddle-les o colleaiate
(<) the tanciions, status, 1oles, e valties ol mid-dlevel adhninisre -

admiinesteation

tors: (b the role of nmation:al o upational assodiations for pProtessic ol

.- -

standhing.
o is based on dat gathercd in an extensive seareh anedd analusis of

the Lhiterature and on g surses toscarh quoestionnaire and structured

more than two handr cd adminisitators, taculiy, and

UG VICWS with
v Cr~iticos of

seich commitree chanpersons ar cighteen collcaes anedd
diflerent sizes andd tvpos, It mndluaded o sanvey ol the statt aides and
direcrors of Hotse and Senate committees concernad warh prostsecond
vy edication leaislation, the excoutives of hicher education assodia-
Lons in Washingion, and the officials ot Fxccutive branch agencies. ®

The hrtcrature on this top.c I~ uneven in quiabity and acattered
throuchont several fields, There are reminis cnces by college presi-
the deanship. observations gnd deseriptions by ad-

Jdents, stuadies ol
stincies, theo-

manistrators and taculty in havher cdacation, policy
petical waorks in paschology and socology . compensation stadies and
trainong manuals, and stadies in o educational administration (mostls

«t the clementoy and secondary level), but only a lew cood studies
have contiibated 1o o bLasic undastanding of the roles and fundiions
ol mnididde aatminisiration ttor example. Angus (1973), Bess and Lodahl
(1969 Brooks (1973, I'auser and Lazaofeld 1961y, Inviraham o nd
King (1963 Perkins (19730, and Shattodk (1970,).  Strands from these
Virtous works are putled together in an attempt to weave o fabeic that
displans both o portair of collegiate middle-manacgers and the Tand-
Scape i which they work.

The micn: phor lords, squires, and vecoman® reprosents a conceptal
model for nnderstanding 1he roles andd prospects of callegiate middle-
eanagers: they are o othe center of o stats hicrarchy wion limired
mobihitn . 1 he
dle manazement lundtions, 1.

ctlects ol oreanizational size e complexity on omid-
was these functions are crganized, and

therr spocialized naiare Las madl te Jdo with the valdue dilemma con.

*This rescarch was suppoited by the Exxon Fducational Foundatron i 1977

ﬁ(.)
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frontine meldle manazoers of sorvice for othiers versas contiol af others
and thenr activaties,

An o anaivsis of 1o Hiteratie on pertontance exalnanion and srans
factions aned ancentives (o ancreascd competence and pentormance
poveads that e matters suci as job secuni, opportumnies for profes
svional development nduding shortterm assigumens e sy
leavesy, 1ccocmition, wnd oue mervie sabaoay s plans, madd e mamagens
comaoe up short I here are crtcial ditterences o the taanine ol manae-
cers in hicher cdae adion, industry, and covanment: an the profn sec
ton, statt dovelopiment as ecnconrazed as aomeans ol dentitvine tntme
top nunagcers: in higher cducation mraaning is viewed as aomater o
mmdividual, not arcani cttonal developiment F'tus leads 1o conthanmy
role relitionships and ancertain statos for coltestate middie managers,
cspectally i tenims of ofhicial interactions, informal interactions, sd
salary Tevels as gross indicators ol 1ole and status relationshiaps.

Becanse mobiliny and opportunities for crowth are Itmmited by strac-
tural and philosophical impediments, middle-managers are mreed to
take the initiative in their relations with other administators and with
facnlty,. Some recommendations for presidents and thenr institutions
to consider as a way o deal with anid-level management dailemas
include: the development ot incentives that reenforce major job satis-
taction: the creation of tecd-hack mechanisms about snceesses and
shortcomines: enconrazement of their poaidipation in anstitutional
coal setting activitios; the enconnagement of internal mobiliny: and
thie creation ol an instirational hmate where middieananagement
tnnoy ation as fostered,

Pecause federal, state, and corporate thustee requiiements for ad-
ministrative cnootntability in academic, fiimancial, and personmel mat-
ters carty such severe sanctions, presidents should leaan how campus
duthortries conduct thenr bustness, Furthermaore, only by under-
~standing the 1oles, tuactions, necds of mad-level admanistrators, and

bhy making the best tuses of them as extensions of the presidenoy. widl

colleces and universitios he able 1o excroise some control over the rise

o administrative costs, This shounld be incentive enouch for maost
instiiutions to take o cdoser look at the potential represented by mud-

dlcananacement that s come antapped med obten trnirewarded.
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Who Are Collegiate Middle-Managers?

For several veasons, “hords sqores, aand veone . ~oin sritable
Cidead tvped one whneh e base e e b callecaate e e

gerso o brse L ase ey rernnd ornre of Preddonnd the <onnce ol niann

ol our Cfeas ot caolleciate s e, cecond D hecanse thoy sieoeaa
Aosocra s o whiaeh service to oo Thiehie Prroapose’ oas e acoepted
amm: o thirad, Because they represent a0 hicton e o al tanking ol
status e reowhich there as anobalinn, huar on cither end ol which

there are other loevels of rank tovalty on the one and proasant an the
other,

L.ords or nobles are political appomtces of cabinet rank, Sqpures
are the obass undor nabilirs . Korow s as larrded coentiy 7 oand hold e
portant adhiministrative offices, Fhe Baratish veomen e lrecholdin:
Brrmers, journey men, and hroher cliss attemdants in the sers ice ob-
nobleman or rovalty Ay veomien of the chambaer or of 1thie stabloes
they are non stmply assistams bur e tesponsible for spoecihic activitios,
They comprise "a stock from which abour hall 1he cenny [squites]
orgnnally <sprance’”™ (Parront 1968 AN PRI

For our pritposes, lords, squnires. o veornien are anid Tevel colleainte
administrators, the deans and ditectors of SUpporT o savices to o whaomn
therr assistants and firse-line, most ofren HONUNS N, Speryisors re-
port, and who themselves Teport to o e an officer ar rhe Vicr st
dential level T da nor indlade proesidents or porovosis
or rovaity . becatse thes IV dE coane brome the facnliy, hasve nor heon

e mmonarchs,
cooeer admimnistrators, have <0 s that sets the. .. apart from other ad-
runistrators, and are the sentor officers. T oesedunde acadenmice deans,
department chaitmoen, and librartans ton similas reisoris, These of-
fricials are certataby administrators, bue their status and roles ¢t them
outsidde the commonhy goceprad adininistrative  ranke. They e
vicwoed os Uomatenrs” Dy othie tondds, sgunres ond veormen CKnapp 1T9a0;
Baldrides o ol 1978, P9 oand with cood reason: advaertisemotits 1or
these positions ofren ~ov “successtul adninistiarive CNPCEIence is 1ot o
proevequisite for the position. b oo € huon bos or L 5t [ ity
article, Protessor Chorles Cheniy of Villanos wiote, conventiona!l
wisdom Das 11 thar 1the qualihicd academiie adminastriator s ot P
lessonr who apswers his mail” (1978

At the omier end of the hicrarchy. HOTICNCIBPDL supevvisors (.,

thos¢ 1.0t excinbt o trom Foair Labor Standiords Aot overtisage Py re-

Lo

O .

P
[}

Aruitoxt provided by Eic:



L

ERIC

Aruitoxt provided by Eic:

Table 1. Middle Manager. (1ards, .\'qmrm,~ and Yeomen)

Academic Affaire

Inrector, Tnstitutional

Rewuarch

Administrative AfRupiry

Cluet Platining OMcer

iedtor, Compater Center

Ducector, Intotmation Service

Chael Busaness Offcer

Cheet Rudpeting Othoer

hiector, Personnel Services

Athimative Avnoa s Equal
Fmplosient Ofhcer

cctor Bhvacad Ylant

Parchasing \pent

aecten, Food Services

Comptroller

Manager, Rookstare

Siatt Legnl Coansel

Chief Health Afiairs Officer

Student Alfairs

Regastrar

Disector of Ad misaons
hrector, Siadent Hoausing,
Chaet Siadert Fale Oftes
irecter. Student Union

rrector, Student Plcement

Director, Student Financial Ad

Duedor, Student Countseling

Durector, Athletics

baxternal Affainy

Danecter, Cotnmunits Servces
Cluel Desclopment Otheer
Glodf Public Relations Otheer
thrector, Information Othee

Table 2. Administration and Instruction as a Pereent of Current Fund Expenditures 1929.74.

1929-30 1949.50
Admunistration and general expenses A 9 % a5 10.4%
Instruction and department rescarch 44 41.57% 3-|.7%A 32
co—— s -— 1 é -

193940

1959-60

1969-79

197074
12,57 13.77%
32.7% 33.3%
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quircments) are excluded because they do not have the executive
auwhority that would make them wrue managers. And thev are per-
sons of lower social rank with little education and modest financial
means who engage in tasks requiring lower-level skills and responsi-
bilities.

Middle-managers are between these points of reference.  They have
a variety of titles (director, chief. Secretary) or are known by the name
of their office (registrar) and serve a variety of functions. They usu-
allv hove no command authority, report to their respecti\'é bosses,
even though they are “knowledge professionals™ who do “‘operating
work —and their decistions aad actions are intendcea to have direct and
major impact on the institution they serve (Drucker 1978, p. 449).
“They contribute the essential knowledge without which the key
decistons cannot be made. at least not effectively™ (p. 450).  The 52
administrative positions surveved annually by CUPA include 28 which
are considered in the middle-manager category. These are shown in
Table 1.

Middle management staffs fulfill three functions: thev serve as liai-
son with externai suppliers of resources, whether financial, human, or
matericl; they implement procedures for internal allocation of re-
sources and control of activities, especially in matters of campus coor-
dinatton and compliance with exterral requirements: and they work
with student activities and curricular responsibilities in helping stu-
dents become oriented to college requirements, standards, and oppor-
tunitres, '

Such staffs have been found in colleges and universities for vears.
In England. the precursors of today’s academic registrars and bursars
were appointed during the Middle Ages (Angus 1973). In the U.S,,
before the Civil War, most colleges employed a president, a treasurer.
and a part-time librarian. in addition to the faculty, to exercise re-
sibility in needed arcas.  Afrer the War, college administration began
to grow and splinter because of enrollment increases and demands for
new services. First a secretary of faculty was appointed, then a regis-
trar, and

then in succession a vice president. a denn. a dean of women, a chief
business officer. an assistant dean, a decan o!f men, a director ot a<dmissions.
and in time a corps of administrative assistants to the president who
were in charge of anvthing and evervthing—[alumni and] public relations,
church reiations. civic relations, student relations, facultv  relations

(Rudolph 1962, pp. $34-135).

Q
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In time, of course, these “assistants-to’” positions became auronomous
off.ces.

In modern times the growth of collegiate administration has been
frequently discussed (Bowen and Minter 1977: Baldridge et al., 1978;
Knapp 1969: Richman and Farmer 1974; Scott 1977b). Between 1929
and the mid-1960s. expenditures for administration increased 21
times (Harris 1972, .p. 811). And in the short span of time from the
mid-1960's to the early 1970's, current fund expenditures for admin-
istration by colleges and universities increased by more than 30 per-
cent, while expenditures for instruction increased by only 10 percent
(Mertin 197+1); and this was during a period when cnrollments ne.rly
doubled (Thompson 1970, p. 3). However., numbers of individu-ls
are not the whole storv.

In 1929-30, general administration and general expenses represented
8.1 percent of current fund expenditures, while instruction and de-
partur ent research represented -+ percent. Over 45 years those figures
changed substantially 7Digest of Educational Stetistics 1973, p. 111;
1976, p. 112). See Table 2. °

As a perecentage of current fund expenditures, expenses for gencral
admunistration have grown guring this period by more than 50 per-
cent; by coraparison. instructional expenses dropped by 25 percent
during a time when cnrollments increased by nearly 1,000 percent
(Digest of Edicational Statistics 1974).

The number and type of administrative positions have increasea in
respons¢ to internal forces of growth and to external demand. In re-
cent verrs, these forces have caused the introduction, dcvcloi)ment,
and greater usc ' positions stuch as afirmative action officers, veterans’
counselors. ombudsmen. minority student program specialists, women’s
counsclors, pension managers, institutional research officers. salary
classification specialists. gorvernment relations and sponsored program
officers. and labor relations experts, to name but a lcw examples.

Obviouslyv, rising costs make college administration an arca we neecd
to know more about. but there arc other reasons. One is the manner
in which mid-level administrators perform their tasks in support of an
institution’s goals and in control of its activities. Another is that
middle-management represents a job category where increasing num-
bers of minorities and woracn will look for cmplovment. It is now
largely male in composition @ ad Hmited in its opportunities for ad-
vancement (Van Alstyvne et al., 1977b).  Certain cuestions will have to
be addressed: Haw are people recruited to these positions:  And
what are their prospects and goals?  Still another reason for looking

6
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at coliege administrators is the training prograums for middle-mana-
gers.  So little is known about this quasi-professional group that many
such progrums scem inadequate (Bess snd Lodahl 1969; Fisher 1977 c).
. Nveither the group nor its nceds are well understood, and its members
often feel insecure and threatened. Until we know and understand
the nature and role of middle-nianagers, and the effects of tederal and
state compluince requirements on  their positions, we cannot ade-
quately control growth, offer effecrive training and compensation
programs, or mouwu:t successful afhrmative-action programs for ad-
ministrative positions.

The specific functions of these administrators have been described
and analyzed by numerous writers and scholars (Burns, Blackwell,
Knowles, McVey and Hughes, Nielsen, Packwood, Persson, Scoit
1977b, among others). The functions performed, the organization of
function-, and the specialization ol functions varv by the size and
complexity of the institution. For example, every colicgiate institu-
tion must accomplish the tasks of admission anel tiie 1~gistration and
scheduling of classes, but not every one will have both an admissions
officer und a registrar. Some colleges do not have institutional re-
search officers; others do not have computer center operators.  Per-
sonnel officers will serve as an example of the functional differentia-
tion pcssibie in irnstitutions of varving size. .

In some institutions there is no single personnel officer. The func-
tions of emplovment and maintenance of records are greatly decen-
tralized, and moiny of the tasks are the responsibility of the chiet
administrative officer’s secrctary. At the next higher level, therc is -
a personnel oificer and his statf who are responsible for employment
activities, benefits management, and records maintenance. A still
higher level includes, in addition to the (unctions mentionecd previ-
ously, wage, salarv. und unemployment insurince administration,
employce orientation and relations, and personnel! policy develop-
ment. a

In the next hiigher level the personnél department offers the pro-
grams menuoned earlicr plus others, such as personnel development
and training, labor relations and occasionally even performance
evaluation. The highest devel is one in which organizational de-
velopment and planning. oiganizaticnal svstems analysis and de-
velopment, stafl development and muanpowver planning. and perhaps
personnel counseling, are pre-cminent concerns.  This is the stage
of the *“‘comprehensive personnel program’™ or the “total personnel
program’ (Scott 19772).
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Size also has an cflect on admissions-office activities (Scott 1976b).
In contrast to Hauser and Lazarsteld's 1961 study, Vinson (19877)
found that admission~ directors now spend more time supervising
others than in “grass roots” admissions activities. He also found a
significint decline in the admissions officers: participation in non-
admissions administrative activities, c¢specially in the area of fresh-
man financial aid and course registration. The inferences to be
drawn from these findings are clear. At least in admissions, and
perhaps in other categories of administration as well, there has been
both growth in the numbers of officizls and a trend toward speciali-
zation of tasks. A result is what i~ called a rise in “professionalization™
of the positions: however, onc orher ﬁndiﬁ.g by Vinson pricks the
bubble of professional status: admissions ofhcers now report to 2
Icwer-level institutional officer.  This suge:s~t~ that grewth and dif-
ferentiation of administrative position- av lead to a reduction in
status for “‘older™ positions {~ec also Wlhiiimire 1978).

Financial aid officers are an approp: e example for discussion oi
anorher\_elcment of administrative fur . tion. the matter of service
versus control. Aid officers think of thic isclves as student counselors,
with students and parents as their clieris: but when questionokin
detail about the tasks they parform. they said fi-cal matters commmaxid
more time than students” problems, Financial aid officers warnt to work
with students to help them enroll and continue in college. yet more
and more of their time must be given to rci)orts and control activi-
ties (Scott 1978c).

Other administrators do not face the service-versus-control dilemma
so squarelvi still. it exists nonectheless.  Administration is presumed
to support the major activities of the institution, but increasingly
it has itself become one of the major activities. The emphasis has
shifted from service to the enforcement or control of budget, account-
ing, and personnel procedures Svott 1978a: Gifford 1978).

The torces that influence the trend towird  control have been
studied, and it has been noted (hat institutional behavior in its re-
<ponse to external forces is as ~much to blame for the result as is the
force itself (Scott 19780y However, the iradition of service™ in our
socicty has not been examined for its cnupus implicatons. While
we claim that administration is supposcd to serve, perhaps this is a
romantic nction not tied to rcealitv.  Or, perhaps it is a value lost
to history. O, perhaps service-oriented  administration obtained
when faculty colleagues were asked to assume those carly administra-
tive positions and professors identified themselves more with an in-
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stitution than with a discipline. It could be that the adven: of
career administrators and the development of discipline-oriesnted
faculty were both symptc as of outside pressures on institutions and
partial causes for the demise of a purer service funcion. OQther
views of this dilemma arc expressed in Eble (1978, pp. 4, 113, 115,
125). »

Nevertheless, it seems to be wrue that our socicty lacks a strong
tradition of service, such as in the English c¢ivil service—"in her
Majesty’s service’—and in  British college administration (Halsey
and Trow, 1971, p. 111), so our administrators do not look at this
form as a role model. We place a higher value on mobility and ad-
vancement than on service (Moodie and Eustace 1971, pp. 151-169;
Tocqueville 1969, p. 551).

Collegiate middle-managers reflect this tension in their answers
to several questions on the author’s Eaxon Education Foundation
survey, Ccllegiate middle-managers are oriented to serve faculty and
students, committed to a career in the institution, and satisfied that
they are competent and achieve dosired results in challenging work.
But they are extremely frustrated by not being waken seriously, by
the lack of recognition of their accomplishments, by low pav by the
lack of authority that accompanices their responsibilits, and by the
lack of direction given to them (Scott 1978h: Thomas 1978).  The
training and promotion of experts is stressed but the reward svstem
ts not adequate to the skills requrired.

N
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The Organizational Setting
of Work on Campus

Colleges and universities are among the mo-st complex of organiza-
tions. Thev are in some ways collegial in nature, in other wavs
pelitical, and in still other wavs burcaucratic (Baldridge et al., 1978).
This mixture is rlearer in large institutions but it exists in small ones
teco: the academic dean is the major link beiween the stratified col-
legial structure ol his college- —which is really syvnonymous with his
faculty and their departments: only the dean’s stall provides a hint
of bureaucracy--and the primarily burcaucraiic nature of the central
administration.  However, while the dean is the primary formal
link with " ¢ senior central academic oflicer. normally a provost, the
dean’s staft responsible for academic support services, student services,
and financial matters works closely with central officials in the same
areas, I other weoerds, the mid-level :l(lministr:uor._s in both colleges
and cenwral staffs are Hnked m common duaties. Allegiances may
ditfcr, one to the college and one to the aniversity or central ad-
ministration, but the substance of the work s Livgely the same.

This role as links or “hinking pins.” borrowing from Henderson
and Henderson (1971, p. 217). Likert (189610 pp. 113-115) and Kkatz
and Kahn (1966, p. 320D, is a variaton ol an industrial role model.
There. middle managers act as links between two levels of organiza-
tional structure and Useirve as funnels through which tiee itntentions
of top management tow down and information tHows up”™ (Kay
1973. p. 3). ,

Collegiate middle-managers serve as linking pins between vertical
levels but, given the “"mixed organizational structure” of colleges and
universitics,* they also serve as linking pins between horizontal
structures, i.c., between <olleaes and central offices. As in industry,
collegiate middle-managers implament but rarely develop policy;
thev do not contribute dircectly to the institution’s mission.  Instead
thev are adjuncts who oxist because top m;;ir:gcnwnt cannot corce
with the volumce and complexity of the workload.

Both the collegiate and the burcaucratic clements of the organiza-
tions arc influenced by a politically mandated governance system

“The term “mived organizaztion™ is used because of its similarits in both form
arnd content to the term “mixed ccononn” which refers to an coonomic syslem
inc'uding clements of both public and private enterprise. A mixed organizational

stiurture includes burcauctatic, collegial, and political clements.
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comprised of [aculty, students. and ~staff.  For interesting and thought-
tul  analyses of this unique, mised organiszational  structure,  sec
CBaldridge et ol (19780 po o9y, Caplew and McGee (1055, Thenberns
(FP972y, Cohen and Maich (PO 1y, Ryan (1977). Nellenry  (1977).
Perkins 1973), and Blankenship (Y55, 'I'he Perkins” volume com-
pares the university as an organization (o other forms of olrganiza-
tion. such as companies, banks, and government burcius,  Blanken-
ship is editor of a volume that ollers ~tirdies ol several vpes of
"mixed” organizations, induding hospitals, Liw s, social service
agencies, and police depmunents. Fach of these OrganizZations Ui
a mixture ol professionals as cquals working with nonprofessionals
In a partial or pscudo-burenucatic setting.

The basic assumptions of collegial, burcaucratic, and political
syvstems - are well-known,  Somce author’s mctaphors about “market
influences™ (Caplow and MdGee 1958) and Toyeantzed -aartarchy
(Cohen and NMarch 19710 have caprured the caginations of succeed-
ing generations of analvsts. Millett's more mosdest “organized au-
tonomy” (Millctt 1977, is o suitable metaphor [or this study’s tocus.

The ewential differences between colleginl, hureauctatic and politi-
cal systems incdude objectives. sources and lines ol authority, and
differentiation among structuwral components (Ilau 1971, P 207
Vian de Graal 1978).  Since our concern is “with the organizational
setting for the work of mid-level colleginte administrators, and since
much attention, hias been given clhvewhere 1o the organization of
Tacademic” work (Blau 1973: Perkins 1973: Baldvidge et ai. 1978:
Parsons and Plau 1973, | wiant to turn now (o 110 other issucs of
major importance: (1 the clfect of collegiate organtzation on mid-
level adminisurators’ responsibilities and activities, and (2) the effect
of collegiate organizution on the carcers of middle-manaacrs.

Throughout this monosraph. the roles and tasks niddle-man-
agers will be discussed.  "The eficct of organizational siqse on the dif-
ferentation of functions has already bheen noted (Mever 1972 Brown
1969; Alibach 1977). In this section particular atcention will be
given to additional selected cifects of the mixed organizational struc-
ture.

The structure is complex. It is not merely a merging of the
bureaucratic and the collegial with a dash of the political. bhut a
state of uncasy bdlance made up oi entirely different and. (o ~ome
degree. noncomplementary forms.  The balance includes not only
formal and informual authorities and professional and nonprofes-
sional stalfs. but both unitary and federal structures, single and multi-
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ple value svstems. consensual and bureaucratic coordination, and
hierarchical and “flatstructure” communications. It is a rough bal-
ance between the conditions required for academic freedom and
individual autonomy, and the necessity for organizational efhciency,
accountability, and conwrol (Jkenberry 1972).  Decentralized versus
centralized authority are constant valuce themes.  Most institutions
are “fiercely decentrulized.” resulting in the “organized autonomy”
ot which Millett (1977) speaks.

The values ol collegiate middle-managers are not purely bureau-
cratic, as one might guess from their administrative organizational
structure, but are informed by the collegial sentiments and beliefs
of the faculiv (Bess 1478). This cffect varies with the kind and fre-
quency of interaciion between managers and faculty; the kind and
frequency of interactien vartes—as  do incentives, conditions, and
aspirations—according to position as line or stafl.

Another eticct of the mixed organizational structure is that so-
cialization is complicated because role models are often ambiguous.
‘There are several reasons for this.  In many cases, a middle-manager's
supcrior has not weorked in the arcea he supervises.  This is espe-
cially tru~ in financial aid and admissions, Lbut also in the other
ficlds (Scott 1978¢).  Also, the senior officer of the institution is even
less likely to have any working knowledge of middle-management
ficlds, their problems., and their complexities.  He is, after all, an
“amatcur” administritor who got where he is by ot aiming for 1t
(Cleveland 1977, p. 35: Knapp 1969).  Furthermore, the other major
clients of the middle-managers—students and faculiy—want service
and are anlikely 1o be informed about the field.  As a result, of the
mixed organizational structwre. middle-managers are both  circums-
soribed in what they do and -bombardad by @ mixture of role cues
(sce chapter entitled “Unceriain Iovalists™) (Scott, 1978d).

Proper socialization to a ficld or position should result in profes-
siona! identity, commitment to one’s work, and a carcer (Bucher
and Stelling 1977).  But this requires role models, even as negative
forces, and colleginte middle-managers olten do not have them.
More than likely colleacues at other campuses ancd even govarnment
officials will he the source of role siandards (Graves 1977).

Still another cflect, which as fine as 1 know has not been studied,
is the influence of academic department organization and values on
administative oflice orgimization and values. The result is a lessen-
ing of the inlluence ol hierarchical structure and an encouragement
of informal rclations between status levels. T am not suggesting that

12
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this is universal. but that it is moie (ominon in collegiate institztions
taan ' othier lorms ol bBurcancracy,  However, the commniitic <0 ue-
ture of academic deparomoen's and facultios has not been widely
adopted in the lorm ot tisk force organization (Bennis and Y oarer
1968).  One reason tor this may he the faculty's reluctance to 1olerate
adminisniators without apparent porttolios,

In paruval sununary, the cefedis oF the mised organzationsl strue-
ture on the work setting ot colleginte mid-level administriators con-
tributes 1o the conlusion ol 1oles. the diilusion ol values, and the

complexity of ta~ks.

Sources of lddmiinistinters. arrd Theds
Backgiownds aid Training

Based on the fmdines of ~cveral stadies (Ingraham and King 1963;
Bess and Lodabl 1969: "Lhomas 1UTS: scotr 197600 AACRANO [9T7:
CUPN e Van alivne 1977400 and ofthers) one can offer soms aen-
cralizations about the oarces, backoronnds, and tanmng of collegiate
muddle-managers,

The CUPN sntvey (Van Alstvne 197700 pp. 53250 includes both
basic democraphic Jata and sunmenon descirpiions ol the po-itions,
O! the incambents surtvesed, 79 percent were white men, 5 percens:
nuncority group men, I percent swlhiite wormen, ared 2 pPUrcent minority
group women.  White males predominate in vittoally evers adminis-
trative post oxcept the affirmarive action "eqgual opportunity officer.
At white, corducaiional institutions, they hold S5 proerveent ol admitris-
trative posts (Van Aistvne 19770, 1. 2).

Ten years ano. most midllev] whoini rrators who were CIrecTors
of ofices came o their colicainie nosdtion, afrer they were age 30,
well abter thenr collene cducarion and graduaate iraining were coms-
pleted (Boss and Lod:hl 14950, 1. 227, I‘ng!:sh;:m (1058, Tlauser
amcdl Tazorsteld (19510 and Scots (1976 Domt ot tha “directors.”
the otheer-level surveved, waere maostlv in rtheir torties. AbLout one-
half of the office directors surveved in the 1968 and 1969 studies,
as well as in the 1976 and 1978 studies, came to the po-~itions from
other collegiare adminisiraiive POSts or from {aculty positions. The
others came from sccondiny schiool teaching or administration and
from outside education.  Of course. some of these entered their jobs
directly from gracuate school. In e 1977 survey (Scoti 1978e¢), the
previous pos:tions held indluded newspaper repor:er and editor,
army officer. AAUP <alf, auditor in a commercial credit company,
public accountant. laboratory administrator, and (oordinator of
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elementary school programs<. A st\'rik:'ng.;ly Iarge number of middle-
muanagers star: and continue thels mrddevel adminiairative careers
a: the institutions they attended as students (Hauser and Ioazasleld
1961 Bess and Lodah! 19689 Scotr 19560,

A capsule generalization about middle-managers’ backgrounds and
t1aining i~ that theiv parents are more than likely to bhe o have been
vhite-collar workers with avaerage or higher educational atwinmaoent
(Hauser and Lazarsteld 19610 Scoor 197650). While the percentage
obviously varies oy position, middle-managers are comparativelhy
well-educated: those with ~ome tyvpe ol ady d degree out-nambes
those with onlv bachelor’s degrees (Scott i956a). However, most
neining {for occupitional 1esponsibilities is gained on the jobh. There
is neither tormal raininge nor socializotion tor collegiate miaddle-
mansgers as thoere s for school superimrtendents and prinapals. In
answer to the qquestion about what collegiare middle-managers arce
like, we can say tenwatively that in bhadkground. wraining, and orienta-
t‘on thev are probably more like tcachers and sad: -men than hike
phiysicians and librarians: more like businessmen than Loculty (Hauser
and I azarsfeld 1961 Scott 1976a) -

Career Paths. Mobilityv, and Osrganizational Comamitment

It i~ not uncommon when intervieving collegiate middle-managers
to find o dirccror of an office who hay served jor twenty vears or more
in the same position. during which thme his office’s responsibilities
have grown and exp.nded.  In <imilar fashion, tiie whole adminis-
trative orcanization of tne collese bhecane more complex and added
acddministuative lavers. A variaton of the “Peter Principle” takes
place: the person appointed head of a small <ervice office stavs as
its head even while it grows i size and complexity: the required
skill« change, but the same person remains direcior. In one institu-
tion I studicd. the director of an office was duce to retire after 47
vears at its head: the assistanr Lad been second in charge for 19
vears.  There are several issues highlighrad by such an example. not
the least of which i~ lovaliy or oreanizational commitment, with
carccr paths and mobility being others.

The longevity of office divectors can serve to retard ¢ven further the
alvcady limited intcrna! mobility of junior officers in the relatively
fl.o1 oreanizational stroctures of colleges (Scott 1975y, Thomas (1978
and Bess and Lodahl (1969 refer 1o the slight tuirnover of middle
manacers, but they sampled only heads of offices. In mv study, 1

asked department heads about nnnover among subordinates and as-
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sociation officials aboutr turnover among inembers.  Based on this
seraple it appears that assistants sard assodiates change positions much
more frequentls than directors.

The literature on the oroanizational commitmernt of collesiare ad-
ministrators is sparse.  homas (1078, provides an excellent saummanry
and analvsis of what is known and contributes to the ficld with she
findings from his rescarch, He cites Lodahl and Kepner (1965) and
Buchanan 1971 . 3105 who define job involvement s the degree to
wheeh o person’s work purtonmance aftears self-esteem. identification
with the organizational missdon. a sense ol invoiveinent n one’s or-
giantzational duties, and o comminment 1o remain with one's Oreanizi-
IO,

The message is clear: commitment requares, among other elements.,
that one’s scll-esteem bhe enhianced Gherre: rallv, the <ratus ard role of
collegiate middle-managers is sabservient to others, espedts tilyv taculty
(~ee also Scotr, 19730 and 197 Sc). Conscquentiv, more nu.-d~. to be
known about the lovalty and comminment of college administrators,
siiree their rel: titonship to senior administration and o the covernance
ssstem, and their opportunities tor socialization. are simply not the
~ame s those of the husitiess exccutives, engincers, and scientists whose
organizational commitment has been studied.,

Another ¢lement of commitimnent is opportunity, What opportun-
ities for mobility are available to middie-manaeers: It is rrue that
opportunitics for mobility dithe: by ficld: nnot it u:lle.nluc micddle-
aarnirgers have stmilar opportunities for advancement,  First, not all
categories have clearly delined career paths. Sccond, not all POStions
require skills thie are desired by tndustry and covernment, and per~ons
im those posttions hiiove grenter oppottunities tor mobilitv.  So mobil-
1y exists in oseveral forms and will be discussed in terms of internal

and ¢xternal mobiiiny. -
Internal mobility, or advancemenr within an institution. i~ limited
m scveral wass, some of which are abvious, ¢c.o, pyramid-shaped or-
gqumizations have fewer spots ot the tojpp 1than w the bottom.  Mobility
ey involve traditior al .uh.anchuu ~av from  ssistan: director 1o
associirte dirtector to dircector, or Trom director to vice president. Mo-
bilityv in this torm involves rncn.:\:nr- responsibilitics uxcz lareer num-
bers of people and tor larger budgcts. and tor xupu\:slnw more Iavers
of \IIPLI‘\H():S This nnaditiona] forme of ~serial or upward adviance-
mens s greatly Hmited in colleges and universities because there are
fewer Tevels of supervision than in other o canizations (Miilett 1977).
This short vertical or fiat structure. with llltlc distance between the

-

15

-

23

(

O

RIC

Aruitoxt provided by Eic:



O

ERIC

Aruitoxt provided by Eic:

lowest managers and vice presidenrts, is accompanied by increasing
specialization at the base of the orgunizatton. The result s “oirth
growth™ or a short pyvanmid with o wide hottom.

The impact of MArmative Action on carcer paths also makes it dif-
ficult for an institurion to tanstar a junior officer in onge department
to o mid-level position in another as parc of o program in statt develop-
ment, since the position would have to be widely adverised tnstead.

Becnuse the traditionad form of upward mobility i~ himited, two
variations have developed that may be found in mansgement oreani-
sations s well as in colleces. In the one case, the administrative, per-
onne'. or cneer-counselling offtee 2rows in comptexity and in the
ranze ol services offered and the number of clients serviced.  As a
vesuln, the diredtor mav serve tweney yvears or more with the same tidde
but with an cveroexpandineg number of stadl o members reporting 1o
him.  In this case. the middleamanager as “pushed” up o Iadder of
responsibility, tor swhich there are compensating salary and status ad-
justments, esen though he does not actually move up the organtsa-
tionnl fadder.

In the other case. the middle-manager performs a funcuion that is
~o vital to the heaith of the institation, ~avs admissions, and becomes
so oexpert at what he daess that he recenves acddaim botly on and oft
campus,  In rccoznition ot this excepuonal service, the university may
reward the oflicer with o change ot ttle to one that reflects higher
status. In the case of one nationallv known Registrar and Admis-
sions Ofitcer. tities have ranged trom Registrar and Director, to Regis-

ctrar and Dean. to Vice Provost for Registration and Enrollment, 1o

Faccutive Officer for Frroliment Stadies. Other nationally known
persons in admissions hold the titles ol Assistant Vice President for
[.ite FPlanning, and Vice President for Frirollment Pianning. A cvnic
bt sy that such ~statas inthaion is Sillve but how else other than 1n
salary can unlikels possibilityy <o oo college or university reward an
exceilent middle-manazser who has devoted many vears of successful
and sophisticated service to an important job,

Of cotr~c not evervone ~tavs, With incumbents in office for so manv
vears and <o tew opportanities available for lateral mransfer 1o new
jobs, junior-level administrators imd they must leave to advance. This

Lind of adyvancement takes several forms, Some move from an as-
SIsTant or associate position at one dnstitution tooan associate or di-
tector posttion ar another. F'here cae those who mose and keep the
scune ritle but eonn o hicher salioy and command more respect by
working in o Lnger ofice. \ed then there are those who achieve up-
16
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ward mobility by downgrade progression. These pecoplc trade the
status of their current emplover for the prestige ot a higher position
in a1 college of lower status.®  From some muddlcmanagement posi-
tions. this is the most common 1ype of mobilityv: however, it too is
limited: o senior middle-manager mayv be filr«;:uly carning a salary
that is higher than another institution pavs its senior officers.

By definition: there are fewer opportunitios tor advancement at high
status schools because there are fewer of them and not all jun:or-level
administrators at high-satus colleges will be able to progress through
the ranks at those colleges.  As a conscquence. these administrators
must look for higher level employment at schools of lower status where
in fact they are often scen as desirable candidates because of their
previous connections. The same phenomena have been reported in
England (Brooks 1973).

Another view of mobility is called “turnover.” Mobility is valued
by middle-managers, but as managers they are concernced about turn-
over. Is there a proper rate for it> The high ate for financial aid
officers—ieported as more than 30 percent annually (Scott 1978¢)—
does not seem healthy, but neither does the slow rate represented by
persons who are assistant directors with the same responsibilities {or
fifteen vears or more.  Turnover and maontitty are topics deserving
further research and discussion.

Admintstrators” Rights and Griczance Procedures

The cltects of mixed organizational suucture on middle-manage-
ment carcers have resulted in concern for administrators rights and
grievance procedures. There scems 1o be a trend for . i-ldle-level ad-
ministratars i see themselves as separate in condition and status from
the senior adiinistrative levels. This is in part the tesr . of the in-
creased prolessionalism felt and <ought by middle manag.e s,

While the statements of rights and grievance procedu ey 1or admin-
istrators are meant to be applied 1o all levels of ofhcials (Mclnnes
1971). it is clear that the separate groups do not mix well. * After all,
tt is the president-—usually chosen from tiie fanks of facnlty—iwho
decides whether or not carcer development activities will be supported.
And it is not unusual to hear ir said that such support is not im-
portant bechuse: there is no mobility in college administration, and

*Status refers to one’s position in relation 1o others of the same profession,
class, or sodial standing., * Prestige™ is one's reputation or influence as a resule
of achievement o1 r1ank. Theretore, 1 speak of trading of schiaol status for position

prestige.
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therefore no need 1o alloet hard-pressed budger dollars to training:
there is o constant sapplyv of recent graduates and faculty who have
cither been denred tenure or who wish 1o move out of their labora-
tories into adoministation: and administrators with a desire to learn
will somchow o the tianing they need (Scotr 1978e).

I'he Lk of avmpathy Jor professtonal training. salaries. and pros-
pocts for e alitn CMillerr 197750 rogether with the low status of mid-
dle manacer s Onocanpus Jrerkins 1973 make it small wonder that a
croup ~such as the Ymerican Association of University Adnnnistrators
CAAT A has deveioped. J'he question is why more administrators do
not participate.” -

ANU A was founded in 1970 by six Sidministrators at STTNY Buffalo.
Naw rthere are more than Laoo members of AAU AN who join for rea-

T ons inchading thye annuad conterence, o ciearinghouse on career ad-
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Aomncenment, pcegular newsliciters, @ professional (lct'clo])}llc-rJL programn,
ad o task foree that ollars both individual and croup help on griev-
ances, The Later s oo major ~scivice headaed by lawsers and legal ex-
peris e Clivonirele of Flicher Fducarion, Mav 220 1978, p. 8).
CThe organization has not made the impact it might have and is
now \uh.j(-(! to a form of splintering abrer achieving o degree of
muaturity, This is becouse it has tricd 1o include both presidents,
for status, a< well as middle-managers, their natural constituency,
and has been direcred by o aroup with o strong student personnel
_oricntation. The later i~ o middlemanagement group with rela-
tivel. low ~tatiis cind s believed by some 1o be o 'necessary evil”
rather than ai important segnient ol Goiversity administration (Scote
1976¢). ) - - _
In oddition, AAU N has not atiracted more members because it is
Cone more” orcanization for administators whose time, budget, and
motivation are alreads stretched Dy equally anractive organizational

Jdemands,  Then oo, AAUA would serve o croup whole members
are already wellserved by spedific occupational organizations.  More-
over, it appears to be dominated by public ‘astirations. which tend
too be large., so thar many private @000 7 administrators think
of the orcanization as representing the 0 - s of schools thiat do
not fir then profile o the noportant ren gaminisrrntor rights,

In an oexcellent ~stitement on administator rights, MoInnes (1971)
comments that the principle right for an administrator i~ “sufficient
aurhorinn 1o do hi\;inh": his responsibility is to be accountable.
Ncinnes bricliv 1eviews the development of [acultyv and student
statemerits ol rights, the AASCU “Basic Richis”" tor presidents, and
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the National Asodiation of Student Personnel Administrators
“Statement of Desirable Conditions and Standards for Maximum
Eftectiveniess ot the College Administrator.” According to McInnes,
the last are not suthdient statements for administrators because the
AASCU statement is limited to presidents and  concentrites “more
on procedures than on fundamental princdiples and value judg-
ments” (p. 377).  Mclnnes then states his own principles and values,

He follows the form ol the statement of student rights to present
the basic frecedoms of an administrator under four headings: {recedom
of access to the university, including the freedom to be considered
for a job; frecdom in his office, mcluding the freedom to administer
and be accountable: freedom on and ofl campus: and freedom of
due process. These are the basic freedoms of a pcrson, citizen, and
member of an academic community.

Such a statement is not known widelv, and the reports of ombuds-
men (Cornell Clyonicle, Narch 9, 1978, p. 3). AAUA, and groups
such as the Organization of Professional Administrators at C. W.
Post suggest that administrators are in a difficalt situation.  The
rccommendations that follow will ofler suggestions  for improve-

ments.
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Current Issues: Women and Mlnori!!aé
in Middle-Management

Until the late 1960's, women and minoritiec as administrators
were rare in all but those colleges whose mizsion iI> was to serve
women or minorities. A decade later—:z.ter much publicly expressed
concern for afirmative action—women and minorities are still un-
common in collegiate administration. Nearly one-half of minority
administrators are in minority institutions, which represent less than
5 percent of American collegiate institutions. While women are not
limited as much to specific types of institutions—although only 1
- percent in a major national survey were employed in the 21 men’s
colleges studied—women secem to be concentrated in a small group
of jobs (Van Alstyne et al. 1977b, p. 40). Onec-half of white women
administrators at white coeducational institutions were found in
seven of 52 jobs surveyed by the College and University Personnel
Association and the American Council on Education (Van Alstyne
et al. 1977a). One-half of the minority women were employed in only
five job categories. For minorities as a whole, two positions—
afirmative action/equal employment officer and student financial aid
director—account for nearly one-quarter of all employment in white
public institutions and onesixth in white private institutions (Van
Alstyne 1977a). A similar situation obtains in private industry (Necw
York Times, June 10, 1977, p. F12).

Affirmative action plans have succeeded in increasing the employ-
ment of women and minorities to implement the new policies but not
in increasing their overall employment. Women have made no signifi-
cant gains on faculties and only slight gains in administrative positions
since 1972 (Lichtenstein, December 6., 1977, p. 18; Bauaile 1978).
Where women are er-ploved, salaries lag behind those for men, even
in cqual employment officer posit:ons (Van Alstyne et al. 1977a).

Positions where white women are concentrated include head li-
brarian, nursing dean, bookstore manager, registrar, student finan-
cial aid director, home economics dean, and. information office direc-
tor; for minority women, delete the positions of home economics
dean and information office director, and add affirmative action/
equal employment ofi.cer. On the scale of salaries, these positions
rank in the bottom onc-half. with most in the bottom quartile, an
indication of their relative standing (Van Alstyne et al. 1977a).

Ir the job category of registrar, which has a high proportion of

20



women (approximacely 41 percent), salary data from a national sur-
vey reveal striking difterences between male and female salaries, even
when educational level and level of responsibility are held constant
(ANCRAG, pp. 16, 18).  Mean salaries for females are Letween 52000
and 33500 less than mean salarvies for males when ceducation is con-
sidered, and between 32700 and $3200  less when the top three
levels of responsibility in a registrar’s office are considered (AACRAC,
pp. 16, 18).

This recitation does not necessarily indict all colleges. Some have
been vigorous in recruiting and promeoting women and minoritices,
while others definitely have not. But overall hgures have becn af-
fected by the closing of numecrous wonen's colleges in the last half-
decade. Two-year and four-vear women's colleges, mary supported
previously by the Roman Catholic Church, have closed in recent
yvears (Carnegie Council 1976, pp. 32-33).

As institutions begin to “gear down™ their academic programs in
preparation for periods of declining cniollments, and new retire-
ment legislation turther slows the inflex of new faculty, administra-
tive positions will probably remain an arca of opportunity for em-
ployment. Increasing attention will no doubt be focused on ad-
ministration as an arcna for activist afhrmative action.

Employment in administrative positions has increased. It grows
at the base of its statistical pyramid in times of expansion and near
the top in response to new and specialized requirements. - It seems
to me that future growth in administration will be of specialists,
and thus will exacerbate alrcady existing problems.

Men as well as women suiter from the role and relational prob-
lems examined in the chapter on “Uncertain Loyalists.”” They also
suffer the unique tate of “tokenism.” In a particularly illuminating
discussion of this phenomecnon and a related theory about “propor-
tional representation,” Kanter (1977, p. 208) analvecs three perceptual
tendencies associated with the proportional rarity of tokens: visibility,
contrast, and assimilation. First, tokens have high visibility: “theyv
capture a larger awareness share.” Second, “the presence of a2 person
or two with different sets of social characteristics increases the seli-
consciousness of the numerically dominant population and the con-
sciousness of observers about what makes them a group.” That is,
the majority becomces more aware of their commonaslities and how
they differ from—i.e.. are in contrast to—the token. The tendency
is' to exaggerate the differences and isolite the token (p. 211).

The third perceptual tendency involves the use of stereolypes or
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“familiar oeneralizations” about the token's social type. Such
stercotypes actually limit the token’s behavior because it s also
easier for tokens to hnd an instant identity by conforming to the
preexisting stercotvpes.”” "Fokens are “highly visible as pcople who
are diflerent and ver not permiatted  the individnalitn of their own
unique, nonstereotypical characteristios™ (p. 211).

These perceptual tendencies are cach associated with particalar
forces that intfluence the generation o tvpical token's responses,

Visibility teuds to create pevformance prossures on the token., Contiast
leads to heightening of dornrnant culivre boundaries, incduding isolation
of the token. And assimilation tesults in the token's role encapsulation
fkanter 1977, p. 211, .

Such findings exist in both industry and education and apply to

both white women and minorities.  They dramatize the need for
successful afirmative action and an incease in absolute numbers
of women and minorities cemploved. Women and minorities as

middle-level administrators expericnce the saime problems as others
when # comos to role models, training, and mobility—only more
so. To be both a middle-manager and a token can be a double

curse.

Communication on Campus

The structure of an organization allects communications paths.
In the complex organiszation known as the college or university—
a sometimes tenuous fabric of collegial, political, and burcaucratic

.components—communication between and among components can

be difficult. Typically, middle-managers do not belong to the most
importan: decisicnmaking groups on campus: the president’s execu-
tive stafl, the laculty council, the council of academic deans, and
the instructional deparunents.  NMiddie-managers have information
of use to these groups but information docs ‘not bring membership.
In fact, information may not cven attract inquiries.  More than a
few mid-level administrators in my survey complained about de-
cisions made by these snore senior groups on campus, which reached
conclusions hastily and without considering cither data or conse-
quences. One ~an arguc that stall aides who are middle-managers
to deans, departments, and executives .xhoxj:hl have briefed theilr
superiors before a vote was taken. But this assumes that superiors
and subordinates discuss issues and  that middle-managers  brief
each other and neither assumption «is universally valid.  Middle-
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managers complain abc ut their Lack of involvament in discussions
about policy and that when chiey do offer proposals they e filtered
and advanced by supervisors who are often unfamiliar with the con-
tent.  As a result, the version hinally discussed by senior executives
1s weak and must compete with numerous other itemns, many of
which are more tamiliar to the policymaking proup.

To avoid this condition, some campuses have established
comprised ol mid-level administrators from various
Mcembers usually include the directors of
t with the presidents
Olten the adminis-

“adminis-

trative councils™
parts of the institution.
administrative offices who do not normially mee
executive staff or the council of academic deans.
trative council is led by a vice presidence.

The size of the council is influenced by its function. MNlost councils
had 18 or ftewer members and only a few had more than 350 (Scott

1978ec).

There seem to be three major functions served by administrative
councils: they make final decisions: they serve as a forum for com-
munication wnong peers: and most commonls they serve some com-
bination of these along with being an advisorv or sounding board for
newly proposed policies. procedures, and organizational structures.
They provide a forum for a thorough review of proposals at the
“opaaing” level that may be reduced o a two-minuie discussion
by the wcademic deans councilt  Withour such preliminary review,
the full range of consequences may not be considered,

Topics of discussion include proposals for .;..'llill'}‘ and classification
systems. performance appraisal and staff development plans, policy
leasc-versus-buy plans for office cquipment,
storage of records, afirmative acrion
~tafl, and institutional responscs
the handi-
arch

and procedure manuals,
inventory, management, and
prlans for cxempr and NONeXenNpt
to ncw governmental requirements, such os those for
capped and the computation of indirect CoNts on sponsored rese
pProjects.

The adminisirative council can provide a means of improving
But to be elfective it must be small,

Yo overcome
one smuall and

communications on campus.
which means that some administrators arce excluded.
this problem, some institutions have two councils:
large. The small council serves the multiple purposes dis-
cussed previously, while the [arge council serves primarily as an
aurlicnce for the presentation of new policies and procedures. They
than to solve problems, al-

onc

are designed more 1o bolster morale
though low morule may be a problem to be solved.
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The existence of councils does not mean that communication be-
tween middle and senior administration and among tidd-level admin-
istrators is improved. Council communication may be dominated by
senior stafl, and members may not take advantage of the opportunities
provided.

An example of an exceptional council is the Organization of Pro-
fessional Administrators (OPA) at the C. W. Post Center of Long Is-
land University. Starwted in 1973 by middle-managers, not by senior
administrators, OPA has advanced proposals and ‘‘negotiated” pro-
grams for the improvement of administrative procedures and pro-
grams on campus, OPA members can lead slightly “schizoid™ lives
because some of them discuss important issues with their superiors in
two roles: as a subordinate and as an OPA representative. Neverthe-
less. the group seems to have earned the respect of senior administra-
tion and the support of middle-managers.®

Communication among administrators can be improved by councils
such as those discussed, but they do not really affect the professional
status of administrators on campus.

Concerns for Liability

There arc several excellent reviews of the sources of administrator
liability (Hendrickson and Mangum 1977: Leslie 1978; Tice 1978;
Peterson 1977). Dehfinitions, laws, regulations, interpretations, and ab-
sracts of cases and findings are noted and included.  An excellent
guide 15 Bickel ind Brechner (1978).

Tvpes ol liability include contracts (written or oral. express or im-
plied). tortious conduct, and criminal violations. The possibilities of
and protections fromn personal liability in these arcas are treated by
Hendrickson and Mangum (1977).

Students’ rights. collective bargaining, tax laws, copyright laws,
employment, and promotion_practices arc issues that can involve legal
suits and liability. Admissions practices, accuracy of catalog informa-

_=tion, Title IX obligations, the Rehabilitation Act of 1973, the Buckley
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amendment, Ssunshine’” Iaws, and investment [unds are also issues, as
are [recdom ol speech wand “prior restraint.” student-endorsed tours,
student-soponsorad ACLIVITICOY, s:udcn{-disriplinc actions. and campus

*At this writing, the future of OPA is douded by the fact tirat the NI.RB has
approved a request for a collective bargaining anit compiised of certain ad-
ministrators. If a unit is voted in. this development mav split administrative
r nks and weaken OPA.
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security. This is just a sampling of the numecrous other sources of
Liability actions.

The basic condlusion of the reviewers of sources of administritor
Liability is not surprising:  “college and university administrators and
Ericulty must recoznize that there are legal duties that they owe to
their students and that a breach of a duty can bring on a lawsuit”
(Johnson and Ripps 1977, p. 41).  Administrator immunity from per-
sonal hiability is qualified, not absolhute; one must prove that the acts

; complained about were done within the scope ol official duties, in
good faith, withour mualice, and with a sincere belicf that only right
wias being done. It an official knows or reasonably should know that
an action taken within his sphere of official responsibility would vio-
late a student’s constitutional rights, immunity may be withdrawn
(Johnson and Ripps. pp. 38:39). In an age that describes students as
“consumers” and cducation as an “industry,” when litigious describes
more and more relations and litigation scems cpidemic, and when
courts assume authority amd responsibility in new areas (Cox 1976;
Scott 1978a). the result seems obvious,  Administrator liability will be
of increasing concern and the ranks of college attorneys will continue

to expand.®

* Commentaries are found in Hollander (1977) and Drinkwater (1978;. Bru-
backer (1971, offers an excellent two volume set of cases. One of the most
recent and complete volumes is kaplin's The Law of Higher Education, 1978,
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Satisfactions and Incentives for Increased
Competence and Performance

Mov mid-level collegiate administrators scem to be satished with
their wark (Bess and Lodahl 19649 Baldiidge et al 1978). This many
be surprising in view of public interest in colleginte management is
sues and e view of most 1eports about conditions on cunpuses, But
then most college gradnates in positions that permit a degree of auton-
oms and provide fair pav are tsnally more satisfied with their work
than other categories of workers (Solmon and Tierney 1977, p. 413).
In Work in America, w special report to the Deparmment of Health,
Eduacition, ind Welfare, 1w is noted that the Tevel of satistaction with
one’s work is related to: the level of job prestige: the antonomy or
control over the conditions of one’s work: the cohesiveness and inter-
action of the work group: the challenge and varicty of tasks: emplover
concern and the involvement ot cmiplovees in decisionmaking: wages,
with respect to both the amount and the worker's perception of the
adequacy of the wages when compared with those of others perform-
ing similar tasks; the mobility potential of the job for npward move
ment through the skill hicrrchy, the occupational hierarchy, and the
orgamizational strncture i which the work s performed. or any com-
bination ot the three: satisfactory working conditiens: and job secur.
ity (Brande 1973, pp. 56:96; see alvo Richavdson 1976, Maccoby 1976,
and Sheppard and Herrick © 7 Inonn research and in that of Sol-
mon and Fiernev (1977, p © . niddevel administrators said they
were Uvery satisfied with the o 0" Fven salury was cited as a rea-
son for satisfaction. /
ed administrators’ satis-

In the Solmon and Tie v whidh g
faction with a varien of e tems, oply five~f nineteen cate-
goties were nof vated poo o Phese werd “visibility,” “opportun-
ittes for vertical or lates - .7 “oppertunity for scholarly pur-
suins” Cavailabt'ine of o ~oceend with familv,” and the “oppor-
tunity for leismre time.” 1. - ondy (Scotr 1978¢), mid-level admin-

istrators reported that most sz saction was found in opportunities to
help strdenes and ~stafl, and with the oppormmniny to act independently
and to make an impact on one’s organization. Thee reported being
frustrated most with lack of time 1o get work done, paperwork, limited
resortrees amdd stadts and the Bk of recognition and appnediation for
their work,  ingrahim and King (1968 added the problems of under-

stiafing and space conditions,
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sy et quostions are examined:  What in-

Coiven this badkerouned,
How e

Centives exast ton Huproving competence Land pPorvionnancer

compatence and pertormance mceasuated: o cane comperence and

porformuance he vmpnoved*  And what nredhanisines can and should he
ollered 1o Hnprove compeetence and performances

We know that colleges and universitios are suffiicientIv diflerent
other forms of cmploviay organizations (Perkins 1973 Balkl-
~o thiat we mnust be winy of drawing analogies be-
Collegiate anstiturions have vague
tasks, are Upeople

{from
ridge ev al. 1978),
tween conporations and colleges.
goals, cmphasize clicnt service and Protession:tl
tor which no Lo methods e known, cmploy subjective

processors”
senior administration (Bald-

criteria, andd istally have an lonateun
ridge et all 1978, p. 106: Kuapp 1969, Ilowever, while the organi-
In important wovs, there are striking similarvities be-

sations difler
i cducation and industry. In both

tween mid-devel administrators
cases anid-devel admanistrators (or
for simvilar reasons and in similar
1978¢: Sofer 1970y, Notivational [orces
MoClelland's 1ernme, they share the necd to
friendship or afhliation. and the necd Lo dsstne
organization (1961,

Many of the motives cited previowsly are evident
responses 1o questions abonr  existing
They list job securiry, porsonal advancerent,

managers) have grown in ‘number
tuncrions (Diucker 1975 Scort
are basieally similar.  In
aclneve, the need for
I major role in the

in collegiate

middle-manacery incentives

for improving <kitls.
Reeping up with the complexities of the job, personal growth and
satisfaction, <alary inocases, peer recognition, and personal pride.
The latter item s cited frequently. which gives hope for ~ome of
the recommendations that will lollow (Scott 1978¢),

When one asks abour incentives thaa showld be offcred, high »n
the list are in-honse mobility . Jobh romrtion, and institutional supj ort
for staff development programs. - Somce respondents mention “per-
tormance evaluation,” whicli is the chicf, formal way of measuring
the coripetence and performance of those who managc.

Performance cevaluation is simply the appraisal of performance. It
has alwavs taken place. albeit in casual observation or only bv In-
There is now a growing interest in making porformance

ference.
a formal administrative procedure in higher education.

evaluation
In 2 capsule statement. Charles Fisher savs, “the evaluation process

In 2 review of performinice vis-aovis voil expectations and individiaal
potential throuch the use of appropriate assessment techniques that

involve those persons with whom the individual IMCTacts ~so as to
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determine areas of needed and desired professional  development™
(Fisher 1977a, p. 1).  In thiv view, performance evaluation s an
adjunct 10 training and development.

T he jnccnti\';‘s for developing  performance  evaluation  schenes
are several., Equal opportuniny regulations require that crmployment
and compensation decisions must be justified, and formal cvaluaton
svstems can provide necessary evidence. New mandatory retrement
legislation may also inspite more concern for evaluation.  Govern.
ment officials and trustees are directly and indirectly asking  ad-
ministiators to be accountable for their decisions.  Faculty members,
both locally and throngh national groups, play a significant role in
policy formation and administration and demand of college ad-
ministrators “a consideration and an accountability significantly dif-
ferent from that required by . . . managers™ in other organizations.
In a sense they are asking for more formal appraisals of administra-
tors, a check on quality control (New Yok Times, December 25,
1975, p. E7). Students also demand that administrators be account-
able and subjected 1o formal evaluation (Anderson 1975, p. H). Fiually,
administrators themsclves ask tor evaluation as a form of feedback
and recognition.

In onc of several excellent reviews of evaluation philosophics and
practices, Genova ct itl. (1976) outline the poal, objectives, procedures,
and dimensions of evaluaiion and include cxamples of how the
concept is emploved at several institutions (sec also Anderson 1975:
Dressel 1976: Farmer 1977: Winstead, 1977: Grifin and Burks 1976;
Shoemaker 1977: and Zion 1977).  Administrative evaluation, with
no clear links between cffective administration and student learn-
ing, must concentrate on more immediate outcomes like leading,
decisionmaking, budgeting, problemsolving, and internal coordinat-
ing. It.cai he usced for the following purposes: (1) establishing and
attaining ifsiitution:] goals: (2) helping individual administrators
to impiove their pertormance: (3) making decisions on retention,
salary., or promotion; (i) increasing the cliectiveness and efhaency
of the administration as a team; {3) keceping an inveniory ot per-
sonnel resources for reassignment or retraining: () informing the
governing body and administration of the degree of congrucence be-
tween institutional policy and institational action: (7)) sharing gov-
ernance: (8) intorming intarmal and external audiences on adminis-
trative effectivencss.and worth: and () conducting rescarch on factors
related to administrator cffectiveness.

The eflectivencss of an administrator’s actions must be judged
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AApNst cortann donensions ol nttutional contost. Gienova et al.

(F976, 1. 139 describe (). actions and contest o this way . Adimineis.

trator actions 1o be evaluated o lude goal formation, poal attain-

ment resource acquisitton, and mcmbership satisfaction. Uhese ace

tons mas be judped i rhe contese ol istitational Climate, institu-
patterns, and anstututional stage of development, We
adiimiisttators perform  duties, sMUpervise

OpPCrations,

tonal authionin
want to know how  well
others, tollow through, train others, lead others, plan
moect objedtives, maintain
mitiate ideas and pro-
assume that regu-
between super-

tanapge opcrtations, ovaluate Opetations,
budgerns, and how well and how olren they
posals for improving clleotiveness,  Fhose criteria
lar, substantive contacr and interaction takes place
visors and subordinages.

Plans in use are of three gencral Kinds: rating scale svstems, man-
agement-by-objective schenes, and analogs 1o ad hoc search com-
Excellent  de=criptions and cxannples mayv be found in

mittees,
To be

Anderson (1975), Farmer (1977, and Genosa ct al. (1976),
suceesstul cachy program nmust permit the person being evaluated to
share in the design and the results of the cvaluation. With no agree-

ment on objectives and criteria, litde good can come of the exer-

CIne.

Indicators of the success of an evaluation program include accep-

tance, visibility, svong procram sdmmmisnation, OVEIrcoming  resist-
ance. grievance procedures and legal lactors, affirmative action, stages

of development, and mainten.ance and rencwal (Genova et al., pp.

43-50.

Evaluation programs are not casy to begin and may be abandoned
because of reactions against them, Opcnness and acceptance of new
10 guamrdedness and suspicion partly because of

ideas are givine wov )
think that cvaluation

the necessity for renenchment. Facults muav
1s an administrative tool for pruning their numbeoers, and adminis-
trators might sce cvaluation in a similar way.

industrial companies may be giving up

It Iias been reported that
because of recent chollenges from the

management-appraisal systems
courts.  Appuenty cven standard appraisal systems use criteria that
the courts huve found not sufhicientIy relevant and important to the
job of the person evaluarced. Many appraisal schemes serve conflict-
Ing purposes: . I~ the appraisal system ased 1o make compensa-
tion decisions [also used] to give cmplovees feedback on perform-

ance:” (New York Tomes, October 21,0 1977, p. D5 and September

23, 1977, p. D3).
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Experts arguce thar valid tests can be constrncted and that a return
tor the subjedtive rTeactions ol supervisors will hning sinnlar coant
challenges. Afhimaine acnon and rcinement legisbiiion concerns
one should provide meentinves tor deseloping adeguate evaluation
mecthods, | .

Of the institutions 1 visited, only o tow had an active, tormal stadl-
cviluation and-development program.  Several had sostems chat weaere
not understood by those intenviewed, and o couple of insttations
were just beginning to implement them, The Higher Fducation
Management Institote is oan Fxsaon Fducation Foundation project
that is now developing materials lor the evaluation and taining of
administrators.  While such programs are welllknown i iadustey
and the militars, they are e e higher ceducation. Colleges and
universitics have simply not svet acknowledped the value ol career
administrators and the important dimensions ot their evaluation.

In an attempt to remeds this sitnation, administiative groups have
tried to develop mechanisins of their own, For e ample, the Council
for the Advancemens onb Support of Fducation, (CASE), whose con-
stituency s aloammm: 0 levelopment othcers, hastdeveloped a pro-
gram of competenc: - aning and certiheating (they say it 1» not
certifving) and the hionaial ad association has discuassed doing the
same.  (For an excellent review see Davis and VanDusen, 1978, ~cc
alsvo National Assodiation of Student Finandial Add Adminisirators

, T978, p. 88,

The CASE Certibicate Prociaan, a nonacdir carcer improvement
program, provides o permanent rccord ot professtonal growth, an
annual review ol progress, and an opportunity 1o work withoan
expericnced CASE moember. The Program works ar three levels of
expericence, A omember may work toward the Funaional Area Cer-
tificate. intended fon college advancement ofhicials with one to three
vears expericnoe: o1 the Progiam Management Certificate, intended
for those with thiee 1o cight sears ol expetience: or the Fxcecutive
Management  Certificate, intended  for advincemoent administiators

with cight or more yems o expericnce. . The completion ot cach
certificate ~hould take at least three vears and be complered within
five vears. The certihicates, which e not sequentiad, should take at

least three vears to complete (CASE brochurey.

Grouaps must be cautions, however, in rying to mse o credeatialing
process to achiieve statas, One necd enby oo %ot the student per-
sonnel group and take note of how far speaalized tradaing  and

degree programs have received Drofessional or institutional reward.
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Student sapport services are one ol the Bist areas tao be ot i ge-

tnenchimeoent Liocanse 1here A oS 1o e ane v less necd Lon thegn,

there sae cantliciy ot cpruuon abous who shoaltd pay ton thons, there

e alHored thvre e o objective

stecceastud, and thare s

Iy o way ol telling when enoee

moethads to evaluare whiother or s ot this e
no compelling argomment chat 1 gese services st e provided by

spoctahists. Pocrs and Ly people can be Jast oas ellective (Saotr B97 6
Huamphiaes 1977
Incentives mnentioned b
cited as ol sccinaty, personal advancement, Keeping
complesities ol ane’s job, porsonal growth and satistacnion, <aluars
HICTCASNCS, Peer tecognition, and personal pride. Some ol these spring
olfcred by the arganization. However,

collegiate miiddle managers hove  heen
v owith the

fiomm withing oithiers can be
INSLItUtions s such and hict oncoutive ofhicers Jdo Lt
Results ie wanted in the torm of cennpetent, haghis
simalar to pescarch faculey, are Uselfstarters.

o cncenn de

tunprovemnent,
motivared stall whao,

But stmilar incentives - feiiv e,
Few mastitutions do more thuan prrovide

protessional

tentre, and adeguate tesotrces - are

not provided (Bowen 1975,
tunds for travel o assodiation tncctings as a0 torm of
development.

Whiat can be ottered to provide incentives that meet both the mo-
cds of people and the productive needs ol tle organiza-

tviational ne
combination of

tionz  Improvements in performance 1esult from 1
motives (personol desizesy amd incentives (lromm within and trom with-
application of reinforcement, which can lead to

ott) with o steady
and Stelling

feelings ot solf esteem, sitisbaction, aind nmrastery {Bucher
1977).

The resale desired s
to the cectiveness ol the oreanization through

an oflcative and sarnisfied administrator, once

whic can contiibute

goal formulation, coal atiaamnenn, resonre acquisition, and nem-

Bership ~atisiaction (Genova ot ol 1976, Nccording ro Hartan Cleve-

lana. the ciledrive wdministiator is one who can deal with ambiguity,
achieve consensus, possess & can do’ splriit unwarranted Dy oexpert
predictions. and has a willineness to take initiative ard let others
take the credit (1977, pp. 23, 21,

What are the incenvives lor improvements According to Coter
and .\pplv_\' (THO H bebuasior s motivated by envitonmental  deter-
object values, Ihe firse Kind

minants, internal ureges, and soal oor
mvalve bio-

lorce o~ emvnonniental: the other two

of maotivational
s tear, anxiciy, o hdevement

logical and pavcholocioal forces such
need, athliation needs, power, sex. hope of sudcess, dependency, and
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aggresvion  For tlus discussion, T operopose that we think of the en:
vitortmen b oas the otrnctnal, the taological as the nurtuning ot
adnunanttarars through cmplovinent benefies, and the pssohologicoal
as mntrinsie and extoimsie ports and values NMany of the adeas 1o
be proposed and reviowed andes cach hieadhimg masy Lo put anto
cect casily; others will sequire senior aohimnstrator aed possabls
trustee action belore they can bhe pplemented  There s some oaer
lap in categories,

Envitonment, o1 what might be called structaral ancengves, ane
cludes the structure of the orgamization iselt: personnel policies and
opportunities should be designod to achnowledue and develop carees
patterns and ensure that advancement i pesponsibshity and rewards
are possible, bur not amply in oo single, nantow cacer path. Like
collegiate institunions, indostry has problems ot hmited mobility for
aspiring middleananagers, and olters such opporcanities as Lateral
transfers, retraining programs, task force assgnments, and depare
ment reorcanizations (Zonana 1975 Job rotation in the college
and umiv ity envitonment s o natural means of carcer development
but v~ tdom used (Bess and Todalll 19649 Scotr 1995y Many indus.
tral hirm- otf st newsleticrs or newspapers and regular brichiing mect-
ings to communicate the company's activities and otlter emplovees
a chance to question manacement.  On-canpus consultative com-
mittees, such . as administrative counctls, can air gricvances and be
useful forums for the exchange ol indormation and the development

of proposals.  In most cases these coundls e organived by the
senior administration. Another stiuctmal mechaniam  consists n
placing emplorces on an institntion’s board of trustees, Adeqguatce

FEsOUTCes  are gt obvious structural improvement  with dncentive
potential.

Among the benetn incentives tor amiddlemanagers are taition re-
mission for spotscs and childven, merit pas in additon to cost-of-
living adjustmenis, o program ol leaves ol absence, and cven carly
rethiement. Both government and mdostey have - recognized the
need for ttue merit-pay plans, bt colleges and universities generally
have not (!L‘\'(.'If‘lpt‘cl g()t:il plons tor seadl (Nea Yoo e Taries, Ocrober
23,1977, p. i and New Yook ooy, Febiuay 10, 1978 po DY howen
1978, p. 26). '

Leave of absence plans are also tew in muanber. When offered by
an fastitution, thies mav be tor extended vacation or for professional
development prajecrs. Intcresting  plans are oflered Hy Bucknell
University and the University of Massachusetes
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For th the National Association of College and Uni-
versity Business Officers NACUBO) has sponsored an Exxon Edu-
cation/ Foundation-supported program of Administrative Leave.

inations are solicited by brochure and four administrators are
ted each year. Leaves inay be for advanced jormal study, spe-
cialized training, internships, research, or ancther purposes. Leave
plags in other countries pfe discussed in, Educational Leaves for Em-
plojees: European Experience for American Consideration by Kon-

vad Xon Moltkeand Norbert Schneevoight (1977).
Thathizd” category of incentive is the psychological. This cate-

gory includes such motivaiions as Job security, performance evalua-
tion for feedback, recognition, high expectations and leadership by
example, senior officer visits to staff offices, and trust.

Michael Maccoby (1978) has written an interesting sliort essay on
trust, which he believes is an important element for pevple to do
good work in jobs that do not engage their creative potentials.
Trust can be built ou “principles of job security, health and safety,
equity, participation, and respect for individuai development both
within and outside of the [workplace]” (p. A27).

Appeals to psychological incentives also must make good use of
the fertile ground of pride. Even the most selfless person appreciates
recognition,” and recognition can foster pride of institution as well

. as pride in self. Tc nurture growth, it must be recognized; internal
or “psychic” rewards are not sufficiént for most people.

Many psychological incentive schemes pay homage to A. H. Maslow

. and his theory of self-actualization. Unfortunately, such schemes
often become organized around the “heirarchy of need stages” pro-
claimed and fail to recognize that the fullest development of per-
sonal possibilities is a continuum with a constantly receding end
jpoint. New “value-clusters”—first job security, then individual rights
at work, etc.—constantly arise (Kanter 1978a, p. 4; Westin 1978, p.

18F).

Summary

This discussion of incentives for imi proving competence and per-
formance is bricf: many of the concepts deserve much. fuller discus-
sion and debate. We are not certain they will work, but we have
some sense that thev will, especially when incentives are tied to in-
dicators of job satisfaction.

There are problems with incentive programs. More than a few.
respondents in my survey stated that incentives must be internal

7
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or “‘all is lost.” They do not want artificial motivators. But in-

centives for professional development can be both authentic and

O
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sincere.
One problem with using incentives as rewards is that those who

are productive will gain and those who are not will fall behind even
further. If only the best are rewarded and the rest are ignored,
there are few gains for the organization. Because the consequznces
of not offering rewards seem clear, it may be that discrimination
should be done on the basis of quality of effort. For a contrary
view see Bess (1978). On the other hand, some middle-managers
think there are disincentives to improving compctence and per-
formance. They believe the only rewards will be more work, less
time, no additional money, and peer pressure.

It should be remembered that incentives that work for one person
or group may not work for another. Alwo, incentives may vary in
effectiveness at ditferent levels of jOb responsibility. The person
and the context must be considered.

It would be possible to cnd this section by saying that there is
aule evidence that colleges and universities will change or that
on their own, presidents will encourage and support staff develop-
ment and demoastiate concern for the professional “health” of mid-
level administrators. “Organizations tend to be designed to mini-
mize ambiguity,” wkich limits the potential for challenging new
experiences (Argyris 1973). But people have the capacity to grow,
and. in general. “the more they orient themsclves toward growth, the
better [it is] for organizational health.”  In the final chapter several
ideas for professional growth and development will be discussed.

34



E

Q

Training and Development !

L
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While most staff development ac:ivities have been directed toward
teachers, and there is a long wrachinon of in-service training for ele-
mentary and secondary school teachers, in recent years there has
been a growih in the numler of training and development oppor-
tunities for collegiate adriiaistrators. ‘These opporiunities followed
closely on the heels of development programs for college faculrty.
Charles Fisher (1977), director of the Institute for College and Uni-
versity Administrators, American Council on Educa‘'ion (ACE), pro-
vided an excellent brief review of this topic. Gaff, Festa, and Gaft
(1978) offer a more extensive review of the literature. In this sec-
tion, I will offer a survey and analysis of training and development
for administrators.

Causes of growth in administrater training activities are varied.
Gross (1976) uand Fisher (1977¢) suggest several that are corroborated
by my research: a new scnse of management accountability; an
eagerness to learn that brings many administrators to college em-
ployment in the first place:; the inherent relationship between ad-
ministrator evaluation and training: and the desire to keep up with
new complexities and technologics. One career development expert,
a professoi of psvchology at Pennsvivania State University and con-
sultant to industry, argues that muanagers should spend 20 percent
of their time keeping up-to-date by learning new techniques and
reviewing significant old ones (Fowler, June 24, 1977. p. D5). Con-
sultation with others in similar positions and reading are the most
frequent sources of infoarmation for professional development and
getting new ideas for job responsibilities (Scott 1976a). but such in-
formal means can be incfhciont.

A quick review of advertisemenis in almost every issue of the
Chronicle of Higher Education shows that more formal cpportunities
are numerous. The Chronicle also publishes an annual “Calendar:
A Guids to Meetings, Conventions, Seminars and Travel.”” A major
refterence is A Guide to Projesstonal Devlopment O pportunities for
College and University Administyatonrs published by ACE (Galloway
and Fisher 1978).

Programs vary in sponsorship. scope, and audience. Some are
sponsored by national or regional associations; some are commercial
ventures: others are in the form of institutes sponsored by universities.

35

43

RIC

Aruitoxt provided by Eic:



Q

ERIC

Aruitoxt provided by Eic:

They range in time from a day or more to a week, and some are up
to six weeks in length. The curriculum may be aimed specifically
at the responsibilities of u particular set of administrators or may
emphasize institutional-level planning and decisionmaking. Many
administrators I interviewed expressed strong interest in the topics
of budgeting, accounting. computers, legal issues. and evaluation.
The audience mav be middle-managers, department chairmen, deans,
business officers, student personnel administrators, vice presidents, or
presidents.

ftaff rtraining and deveiopment in colleges and universities face
severe obstacles. While military, business. and governmentzl em-

plovers regularly send their execcutives and ofhicers to training pro-

grams, collegiate iastitutions do not. Consequently, their adminis-

trators lack the sponsorship. budget., and time nccessary to attend

programs that exist. It i> ironic that institutions of higher learning

should devote such a «mall percentage of resources to the training
Hilton Hotels has a career development in-
stitute in Montreal. established in 1968, to which evervone from
housekeepers to vice-presidents goes for training. FEach hotel has a
training budget. In addition, managers have other forms of train-
ing in various locations and arec sent to U.S. business schools (Bender,
July 23. 1976, p. D3). Xvcrox has an international training center
in Leesburg, Virginia. The 2.000-acre campus has facilities for over
1,000 students at a time with a faculiv-staff component of 250, Every
middle-manager attends the special “Managing-Tasks-Through-Peo-

of their emplovees.

ple” course.

In 1975, the nation’s 7.53060 largest
$1.6 billion for in-house cducation lor their employees.
fere.sce Board study, which is the source for the-e fizgures., also found
that almost 45.000 individuals work [ulltime on training staffs for
major corporations (Fowler, June 10, 1977: Lusterman 1977).

At Cornell, which

companies spent more than
The Con-

Military programs mavy be more well-known.
seems to attract service oflicers to tts professional programs, one rarely
meets a major or licutenant commander who has not spent one-half
or two-thirds of his military carcer in school. The Department of
Decfense spends more than S6 billion on 1raining and educaticn
each year. Thirty percent of the nation’s servicemen and officers
attend  school  after work-howurs and many more are assigned 1o
scheols.  Sixty percent of the Department ol Delenses salary and
benefit budger goes to servicemen as students (Greenberg 1978).
Federal burcau examples include the U.S. Dcepartment of Agriculture
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and Civil Service Commission programs at the undergraduate and
graduate levels.

A further diflerence between staff development in colleges and
universities and business and the military is that the former con-
centrates on higher-level administrators while the latter two cover
the whole spectrum of executives.

Programs for local stalt do exist on many lurger campuses. Some
have been described in the College and University Bulletin (October
1976). Such programs include existing graduate-level course regis-
tration at reduced fees, formal degree programs in higher education
administration, and sponsorship of administrators at programs off-
campus.  Nearly 300 colleges have in-house professional development
programs, many with a full-time training director. Programs spon-
sored include seminars and workshops in {und accounting, prin-
ciples of managing, using the computer, publications, assertiveness
training. effective use of time. telephone techniques, discipline and
grievance procedures, handling the mail. awarencss training, career
planning, and transactional analysis ("Training and Development
Opportunities at Cornell,” n.d.).

One ot the complaints about off-campus programs, in addition to
their cost, time, and low correlation to retention, is that they are
often rushed into production in the wake of a fad. Ryan reported
on the proliferation of workshops on collective bargaining when
that topic was first current. There were 300 conferences on the topic
in one vear, with forty in the month of October alone (Ryan 1977,
p. 6). There is a‘general Iack of quality control even in those con-
ferences cosponsored by associations (Fisher 1977c, p. 5).

If Collective Bargaining was tlic topic in 1973-74, the subject for
1978 1s management., especially as it concerns women. New insti-
tutes have been creuated to uffer training in. management, from one-
day “whirlwind™ overviews prior to national association mceetings to
cight-day workshops leaturing well-known authors and consultants
as instructors. Annual mcetings have been devotcd to the topic
while new programs are not vet well known but are developing good
rcputations. LIxamples are the Summer Institute for Women in
H.gher Education Administration co-sponsored by Bryn Mawr Col-
lege and HERS (Higher Education Referral Service (three and one-
half weeks, S1500)), and the Institute for Administrative Advance-
ment at the University of Wisconsin-Madison (four weeks, S800 plus
room and board). The best-known programs are those offered by
The American Council on Education (ACE) and by Har.ard.
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- The Institute for College and University Administrators of the
American Council on Education was established at Harvard in 19535
and moved to ACLE ten years later. By 1976, some 5,000 administra-
tors from 1,200 colleges and universities had participared in its vari-
ous week-long institutes for senior institutional officers (Fisher 1977¢).

The Harvard. University Institute for Educational Management,
a six-week-long program begun in 1970, enrolls about 120 senior-
level administrators cach summer. Its fees total nearlv 33000. Its
curriculum covers the topics of academic personnel policy and ad-
ministration, control and planning systems, educational policy and
ethics, evaluation, goveciamental relations, labor relations. law and
higher education., managcment information -vstems, managing finan-
cial rcsources, organizational behavior, and organizational design
and decisionmuaking.

Other institutes are sponsored by associations, such as the Council
for the Advancement and Support of Education’s (CASE) weck-long
summnier programs in exccoutive management, communications, edu-
cational fund raising. and alumni sdministration. Fees for these
programs vary from S385 for CASE members to S600 for nonmembers.
Both occupational and institutional associations ofler workshops and
seminars for the professional development of their members. It is
these ““invisible colleges™ that come closest to meeting the neceds of
the majority of mid-level collegiate administrators (Boulding 1975, p.
8: see also Willinghiam 1970. p. 10{f). Most of the others are con-
sciously aimed at faculiv members with dociorates, women, or senior
officers. Thev are not designed for aiding the development of middle-
managers. ' '

Higher Education has not vet realized its responsibility for the
professional developnient of it mid-level statfs.  Burt it is not for
lack of good idea~. Chuarles Fishier of ACE has proposed a National
Academy for Leadership Development in Postsecondary FEducation
(1977b), a cooperative national academy “that is both a conference/
traiming/learning «enter and a professional development program.
... The academy could help consolidate and improve the confus-
ing array of often duplicated programs, some of which are of dubious
quality. Students and faculty would represent the broad arrav of
higher cducation’s constituents. The idea of such an academy is
not a new one, but it is not vet a realitsy, in poact because staff develop-
ment 1s not considered a pa.t of organiszational deveiropmen: (Rich-
ardson 1973). Also a good case can be made that organizational
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development is not highly valued by institutions. It can be argued
that the state of academic staff developmer: in this country—in
contrast to Great Britain where much is being done—is a reflection
of the status and regard of administrators on campus, which is the

subject of the next chapter.



Uncertain Loyalists: Role Conflicts -
Among Collegiate Middie-Managers

The roles and relationships of collegiate middle-managers can be
understood in terms of “loyalty;™ certainly lords, squires, and yeomen
were expected to exhibit this trait. Loyalists was the name given to
American colonists who pledged allegiance to the Crown of Britain
during the War for Independence. They were on the forefront of
social change and were pioneers in a dramatic experiment in social
change, but they knew and honored their roots. By analogy, mid-
level collegiate administrators are simultaneously loyalists to an in-
stitutional identity—in which they express pride and to which they-
seem dedicated (Thomas 1978)—and on the forefront of organiza-
tional changes.

We nave defined rhe functions of collegiate middle-managers in
both abstract and concrete terms. The shaping of their functions—
liaison with suppliers of resources, implementation of procedures for
the allecation of resources and control of activities, and work with
students—creates the norms that define the positions. One’s role

1s defined by the set of norms.
Role, which is part of both the professional and the common

language of literary criticism, philosophy, theatre, and sociolcey, is
among the most complex and fundamental concepts of society.
Gordon (1972) conceptualized role as

a pattern of behavior and sentiment, organized in relation to presurned
meotivations. and frequently but not alwavs conriected to a specific organi-

zational position (p. 74).

We each enact several roles at once—director, mother, husband,
active citizen—and change roles during different life stages. At
each stage we face different value-theme dilemmas, such as security
versus challenge, increasing versus decreasing independence of ac-
tion, stability versus accomplishment, and dignity versus control. It
is these dilemmas, in the form of “incompatible expectations” or de-
mands on our roles, that pose conflicts (Carroll 1976).

Before exploring the nole conflicts suggesting the theme ‘‘unce.
tain loyalists,” the relatipnships of collegiate middle-managers to
others will be examined. | These relationshkips contribute to a sense
of belonging, socializationy to role, and levels of satisfaction. The
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_three dimensions of relationships that will be explored are: salaries

as gross indicators of status relationships; informal interactions with
others; and official interactions with others.

Each year, several agencies report average salaries for adminis-
trators by institutional size, type, and control (i.e. public versus
private). Other agencies repor: faculty salaries in a similar format.
Still other sources report salaries for industry and government offi-
cials. Since each source may use different size samples of varying
representativeness, one cannot accept these comparisons as absolute.
But they suggest directions of difference; as such, they are useful
as estimators.

The National Center for Education Statistics in 1977 (Higher
Education and National Affairs, August 5, 1977, p. 6), gave mean
salaries for college administrators in 1976-77, shown in Table 3.

Table 3. Mecan Salaries of College Administrators®

No. of Officers
Position Mean Salary in Sample
Presidents and chancellors $34,805 2362
Chief academic officer 27,448 2211
Chief business officer 24,696 2239
Chief development officer 28.508 1294
Chief student life officer 22,524 1871
Director of computer center 20.790 1067 -
Director of student counseling 12,965 1095
Chief librarian 18791 2192
Director of admissions 18,728 1826
Dircctpr of physical plant 17,853 1628
Chief public relations officer 17,712 1163
Registrar 16516 1695
Director of financial aid 11,956 1268
Bookstore manager 11.956 1268

® Based on data from the American Association of University Professors, 1977-78.
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Mean salaries vary by institutional size, type, and control and by
the age of position holders. Salaries in 1977-78 averaged 8.5 percent
higher (The Chronicle of Higher Education, Mav 15, 1978, p. 8).

Let us assume that salaries of different officers are in relationship
to each other and that salary levels of administrators in educational
institutions are influenced by salaryv levels in business and govern-
m nt.  The differences between salaries for financial aid officers
(311,956), for example, and those for registrars (S16.516), public
relations officers (517.712), and admissions officers (318,723) are dra-
matic. The problems of status for financial aid officers have been
described by Scott (1978c).

Other comparisons can be equally striking. For example, com-

pany presidents average "S111.000 a vear in base salary and $40.000
more in incentives (Fowler 1978), more than four times as much as
college and university presidents earn. Mid-level corporate man-
agers earn between $25,000 and S75,000, or between two and five
times as much as mid-level collegiate administrators.
_ Bowen (1978, p. 38) has calculated comparisons of executive sal-
aries in higher education and private business according to size and
annual revenues of organirzation. His findings corroborate those
Just cited and add more detail. For example, he compares the aver-
age salary of chief business officers in higher edu-ation (£29.600 at
a medium-sized institution) to the average salary of top financial
executives in medium-sized” business (S61,100); admissions directors
to top marketing executives ($21,000 1o $60,500); controllers to con-
trollers (829,900 to $39,400); and purchasing directors to purchasing
executives ($16,100 to $33,500). )

Federal Civil Service grades 1-18 cover beginning clerks to senior
administrators. Most entry level positions for someone with a
bachelor’s degree are GS-3 and pay $9.959. For a bachelor's degrce
with exceptional grades. the entering civil servant mav be classified
GS-7 and receive S12.336. With o master's degree, one qualifies for
C.5-9 and S15.090. A dociorate commands cither a GS-11 at S18,258
or a GS-12 ar $21,883,

As one case example of federal civil service salaries, the ofice of
the Assistant Secretary for Fducation in DHEW. which among other
responsibilities includes the Fund for the Improvement of Post-
Secondary Fducation and the National Center for Fduciation Sta-
tistics, shows an average GS grade of 10.5 tor its staff. The average
GS salary paid is S21.091 (Appendix to the Budget, Fiscal Year
1979). OIf 3,700 po-itions in the Office of Education, 1.363. i.e. nearly
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one-half, are GS-12 or above earning at least 521,883 per year (Ap-
pendix to the Budget . . ., p. 829, 1977 fiscal vear).

Only in the very largest universities would salaries for administra-
tors E> in this range of government salaries. For example, Bowen
estimzes that in higher education the top four central administra-
tors averaged $30.800 in salary compared to the GS-18 average of
$48,700 (Bowen 1978).

Perhaps the most reasonable comparison is between faculty and
collegjate administrator salaries. For 1977, nine-month faculty com-
pensarion ranged as follows (The Chronicle of Higher Education,
July 11, 1977, pp. 8-10): : :

Table #. Faculty Compensation by Rank and Institutional Category®

Associate Assistant

Professor Professor  Professor

AAUP Category I

{university offering g0czile $31.310 $23.230 $18.970

doctoral program) 20zile 24,830 1877 16,210
AAUP Categoryv 11

(colleges offering B0 ile 27.050 21.960 18,040

more than b7 or’s degrees) oneT ile 15.430 16,210 1-4.320
AATU " C--ohrv TIB

(colleges «fering {07 ile 28,780 ' i5.910

onlv a L hich.rs degiee, 20 ile 17.320 14,770 12,580

* Based on data from the College and University Personnel Association, 1976-77.

Salaries are good indicators of the value placed on positions.
Clearlv, many mid-levet collegiate administrator positions are not
valued highly in these terms either by thei~ institutions or by so-
ciety.

But what about formal and irformal relationships bertween posi-
tions and with others on camohusz Middle-managers are evenly
divided on the question of whether their professional roles have be-
conmie more or less independent of others: however, thev are over-
whelmingly in agrecement that the administrative organization of
their institutions has become more compiex (Scott 1978¢). Most
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also state that their office’s responsibilities have become more greatly

specialized (Scott 1978e).
Although the degree of specialization has increased, many middle-'

Inanagers row report to a lower-level institutional officer than ten
years ago. As demands on collegiate organizations have become
more complex, there has been both growth and differentiation of
administrative positions, and a resulting reduction in status for
many positions. Some administrators who used to report to the
president now report to a vice president or an associate provost (sce
Vinson 1977: Whitmire 1978).

Middle-managers have interchange on campus with other adminis
trators, the executive staff of the president, faculty, students, and
trustees. These relations mayv be formal or informal, one-to-one or
in groups. The more frequent the interchange, the more likely it
will be informal. Many middie-managers have regular and sub-
stantial contacts with these others, except for trustees, although many
do see trustees informally once a month (Scott 1978e). However,
the nature of these relationships makes the socialization of new ad-
ministrators dificult. Role models and significant others are ob-
scure, and may more often include national association colleagues or
federal bu:icau representatives than campus supervisors. I'he litera-
ture on middle-managers, scant as it is. includes many references to
the lack of consideration or respect shown (Baumgartel 1976) and
to the “step-sister’ status (Thomas 1978) accorded them by senior
administrators and faculty. This condition, together with the fact
that middle-managers have little involvement in either the central
missions or the determination of goals of their institutions, places
a strain on the degree of lovalty or organizational commitment

shown bv them.
Relations with faculty are particularly troubled. Faculty seem
to regard the growing ranks of collegiate administrators as a “not-
quite necessary evil.” The critical campus organization for faculty
is the department. which usually is small, possesses highlvy defined
goals, and is unencumbered by much administrative appara.as. The
need for large central <taffs is not always apparent, or justified. By
the same taken, some micddle-managers have little appreciation for
the role of facultv. In both cases, a primary cause for such feelings
scems to be the lack of interaction and consequent lack of uinder-
Another cause seems to be that the values

standing between them.
In their

and frames of reference of cach group are very different.
cumulative effect, these causes have resulted in a lack of mutual
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respect and regard for the “professionalism” of the other.®

As has been discussed elsewhere (e.g.. Caplow and McGee 1958:
Jencks and Riesman 1968), facul'v, especially younger ones and those
at institutions with selective admission, are very often oriented more
toward their academic disciplines than to the colleges or universities
that pay their salaries. This frame of reference is really quite dif-
ferent from that of all but a few administrators.

It is true that administrative roles are reaching new levels of
sophistication. For the most part, however, middle-management
positions do not reqguire unique forms of advanced training: there
is no “M.S. in purchasing for colleges and universities.” Most train.
ing takes place on the job (Scott 1977b). Nevertheless, middle-
‘managers consider themselves professionals and are encouraged in
their thinking by national associations that schedule meetings of
pecople who have similar jobs, sponsor codes of ethics, and encour-
age the sharing of both basic, or fundamentzl, and specialized
information necessary for effective performance. Brooks (1973) sug-
gests that these are the conditions of a professional. because he 1s
someone who 1s “‘an expert ‘with specialized knowledge’ . . . and who
shares a corpo:ate ‘sense of organic unity and consciousness’ with
others of similar competence.” Studies of particular middle-man-
agement positions emphasize these considerations and the impor-
tance of the posts (Campbell 1978: Davis and Van Dusen 1978;
Russel and Galin 1978;: Stewart 1978). Campbell’'s mission in his
article is to “convince others that admissioas is the veritable life
blood of the institution.”

However, it bears rciteration that the value of the middle-man-
agement role is not highly respected by faculty and senior staff on
campus (Baldridge et al. 1978; Baumgartel 1976; Thomas 1978).
Even with the greater degree of specialization required in their iobs,
they are not granted fuil membership in the academic community—-
And middle managers want this membership, not just “good schools
for the kids” and football games (Thomas 1978). But the faculty
i1s the defining element of the institution, and they determine the
conditions for membership.

Obviously not all middle-managers feel the <~orn of faculty. Many,
especially academic deans’ s-aff and financial aid officers, have regular
contact with both facultv and students. However, there are college

*The liter....;e on facultv.administration strains is voluminous. One of the best

portravals is also onc of the oldest: Thorsten Veblen's The ligher Learning in

America (1918).
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administrators who.have little or no direct contact with either, and
whose contact is primarily about contract and cther forms of “busi-
ness’’ paperwork. Thesve mid-level administrators difter from others
on campus in two significant wavs.  Not onlyv do rthey have virtually
no involvement with teachers and leurners in their primary roles,
but also these adiinistrators identity themscives as professionals
comparable to persons doing similar work in bpoth colleziate institu-

tions and industry.  Most traditional collegiate middle-manager
positions have for frames of references only similar collegiate pos:-
tions that originated in the academy. But tne new, fast-growing

positions in personnel and finance brought to canipuses in response
to federal requircments and the nced for better financial manage-
ment have their origins in business and are being staffed on campus
by persons from industry. Thev identifyv not only with a specialized
ficld but also with an entirelyv different context and set of values.
Financial aid principles, policies, and procedures are informed by
the fact that financial aid i~ 2 unique collegiate funcrion  The same
cannot be said for personnel and financial responsibilities. I bhelicve
it is the increasing infiuence of these positions—with their ditferens
frames of reference and values—that places rencewed surain on faculny:
administrative relations.

Iin each stage of life one can assume several roles at once. 'n
cach role, we can experience conflicts because of competing ::le de-
mands. We learn how to adjust to these potential conilic -~ grad-
ually, through a variciv of learning experiences available to us as
children and roung wdulis. and this socialization limits the pos-
«ibility of our being immobilized Dby <u. 0 conflict.  Resolution ot
approich-avoidance™

s

these contlicts is affected by how we deal with
or value-theme dilemmas. ,

Among collegiate middle-managers., the compering themes of se-
curity versus challenge, increasing versus decrcasing independence
of action, and stability versus accomplisbrient, influcnce the resolu-
tion of role conflicts introduced by both structural causes—the
peculiar institutional organization that it~ part collegial, part politi-
cal. and part burcaucratic —and situational c¢auses, or the partcular
stvle of the institution. One such conflict involves the-lack of valida-
tion for the middle-manager’s role: Theyv are considered experts off-
campus but they are often ignored on-cunpus.  Thev possess spe-
cialized information that is frequently not used by policymakers.
‘1'ney express pride in their institutions but do not fceel appreciated
by them (Thomas 1978).
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They also experience a lack of role clariiication as administrators.
Standuards, expoctations, and directions are often confused. as their
constturents send conflicting signals to them.  Middlesmatapgers me
to be servants to students and faculty (1o “held their coa~.” accord-
g to Doris Grumbach (19785, and instruments of institutional policy
set by -enfor administrators and uuswees.  They are to be both
servarnts (as support staft)y and policemen (s monitors of procedures).
They are generally overworked and sufler from inadequate facilities
and insufficient staft help (Ingraham and King 1968; Thomas 1978).
They huve. indeed, achieved only “grudging acceptance” (Perkins
1973, p. 8). Glenny (1972) calls -rem “anonvmous leaders.”

Professional associations an.. job demands encourage the develop-
ment of specialized knowledge and skills, but institutions <o not re-
ward it. However, while institutions do not oller sufficient rewards
as reinforcement, national associations do {Scott 1978d).  As a result.
role models for professional behavior are often found off-campus,
not on. This is an important concern because role models are the
sources for learning how to behave in one's role, and can become
mmportan: in the development ot one’s carcer.  Without such rela-
tionships, and with litde coniet across “‘chains of command.” in-
stitutional lovalty, so plentiful when the middle-manager begins to
work. begins to attenuate.  Like other professionals, “middle-man-
agers develop high professional lovalty at the expense of institutional
lovalty™ (Lleaviee 1978, p. 158). Their self-esteem and senwe of mas-
tery as professionals are develope:dd on-campus but confirmed off-
campus.

Role conflicts can result in “nowisk actions and sclf-defeating be-
havior. When in formal relations with faculty, the holders of high-
est status on cimmpus, even the most expert of middle-managers can
find himsell in tlre position of a “go-fer.” Such relations can force
administrato:  into a limited caricatoured. and obsequious role, in
which they are likelv to be incffective and stumble, which 1then adds
to the iack of respuect between faculty and administrators (Thomas
1978, p. 18). The assistant professor, for e¢xa apl-. thinks the assistant
dean i1s a powerful authority, while the assistant dean thinks of the
assistant professor as having more authoritv than himeself. The re-
sult can be o limited. awkward relationship, hardlv what is needed

fo: :I:c accomplishment of common goals. But that is the rub.
Uniike a corporation. which has profit ‘as a supecrordinate goal, edu-
cational institutions have a variety of goals, with nonc universallv

acclaimed. One learns either to tolerate ambliguity or bocome in-
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effective. And the feeling of powerlessness tends to encourage middle-
managers to become rule-minded and defensive about their domain.
his reaction is not unique to higher education (Kanter 1978b).

Some role conflict among middle-managers appears to be sought,
even if unwittingly. Each role one assumes has a set of obligatory
norms for behavior (Popitz 1972). When the administrator becomes
a student in the graduate progriua at the insti-tion in which he
works, which should not be discouraged, he invii  role conflict. If
he was an undergraduate at the same institution, the situation be-
comes even more complex.  The student role has different obliga-
tions than the administrator role.  Many middle-managers are in
this situation.

In some institutions, usuaily -mall, residential colleges, directors
of financial aid and deans of students also teach. These relation-
ships, too, can result in conflicts over authority and role.

Conflicts in occupational roles (when one is charged both to serve
and to control) can undermine administrative eflectiveness and en-
courage the transfer of energy from one’s institution to other agencies.
They affect one’s feelings of identity as a professional, commitment
to one’s work, and loyalty to one’s organization (Bucher and Stelling
1977). Weak salaries and a decline in status, at a time when spe-
cialized demands are increasing. are serious agents of conflict. The
total effect of such dvsfunctuoning is difhicult to determine. but cer-
tainly incentives can be oflered to help limit them. The alternative
1s to invite still more regulations of poorly administered institutions.
Without lovalty to insittutional aspirations, the administration w.il
be much less than fullv eftective.

Summary
Middie-managers work in a compiex seuting thar is part bureau-

cratic, par. collegial, and part political (Baldridge et al. 1978). They
are “‘loyalists™ to begin witi:, and many strive to maintain allegiance
to their institution. But the pressures an<d attractions of professional
work, *ngether =with the gencral lack of regard for administratoes by
fac’ encourage middle managers to question their lovalty and
comnutment. Like lords. squire. and yeomen, they feel a calling
for service to a misston, but thev feel inhibited by the >..ict hier-
archical ranking of status levels on campus. Mobility is limited
to a circumscribed arena. Few are tapped for higher <tatus. Re-
wards are limited. And, finally. lovalty beccomes uncertain.




Associations: The Off-Campus Organizations

For collegiate middle-managers, national associations provide peers,
recognition, training. direction, guidance, rewards, and information
about their jobs and their profession’s standing. Top educational
administrators are typically represented through institutional associa-
tions, such as the American Council on Education (ACE), the major
umbrelia organization for institutions and other associations, and the
American Association of State Colleges and Universities (AASCU),
the Association of American Colleges (AAC), the Association of Amer-
ican Universities (AAU), the Council for the Advancement of Small
Colleges (CASC), the National Association of Independent Colleges
and Universities (NAICU). and the National Association of State
Universities and Land-Grant Colleges (NASULGC). There are more
specialized groups as well.

Mid-level administrators belong to the associations with position
designations, such as the American Association of Collegiate Regis-
trars and Admissions Officers (AACRAO), the National Association of
College and University Business Officers (NACUBO), the College and
University Personnel Association (CUPA), the Association of Physical
Plant Administrators (APPA), tl.-- National Association of Student
Financial Aid Administrators (NASFAA), the National Association
of College Admissions Counselors (NACAC), the Council for the Ad-
vancement and Support of Education (alumni and developmen: cf-
. ficers) (CASE). the National Association of College and University

Attorneys (NACUA), American Association of Affirmative Action
(AAAA) Offcers. and the Natioruul Counci! of University Research
Administrato-s {(NCURA). Other associations exist for career coun-
selors, campu: insurance administrators, bookstorc managers, buyers,
and life-safety officers. One of the newest is an informal association
of bursars.

Institutional associations have been described quite thoroughly
Batley (19753), King (1975), Murray (1976), and Wolaiin (1976, Be.
der (1977) has brief but cogent remarks about them. However, not
much has been written about the associations for collegiate middle-
managers, except for their own members. Therefore, the develop-
ment and purposes of these associations wili be described as well as
their effects on constituents.

Most professional associations begin in similar wavs. One person
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thinks it would be beneficial for others with similar responsibilities
to meet, compare problems and resources, and discuss posstble solu-
tions and standards.  Clifford Constance. who edited the historical
review of the American Association of Collegiate Registrars and Ad-
missions Officers, includes this section:

On February 26, 1910, Mr. A. W. Yoder. the financial secretars, and Mr.
Alfred H. Parrott, the registrar of North Dakota Agricultural College,
sent a letter to most of the registrars and accountants in the state colleges
ard universities, pointing out the advisability of their holding a mceting
for the purpose of discussing suh]c(lsrf;nd problems of common interest,
and asking them whcether they would atiend such a meeting

To this letter zbout sixty replies were received. . . . At least fortv-six
) were so enthusiastic that it was decided to call a conference.
Each person who had responded . . . wias urged to be present ‘with at

least one suggestion or one question” (Constance 1973, pr. 2. 3.

They met at Detroit High School on August 15, 1910, In that mod-
est'beginning—modest in setting mnd number, but not in geographic
representation: the twentv-four in attendance represented 21 states—
two great associations find their origins.  For shortly after the meet-

ing began,

These college accountants .ded that since their work. problems. and
methods differed greatly from those of college registrars, it would be
mmare advantageous for them to hold a sepuaate mecting and to form an
independent association (Constance 1973, pp. 2, 3).

At that mecting, the registrars discussed topics that are still im-
portant 1« ~hem and are important to every collegiate middle-manager:
duties and functions. procedures, communications with faculty and
stucdents, reports, problems, and questions of confidentiality and dis-
closure.  The meeting even included a report on current research,
A very detailed study of the functions of college registrars in ten
representative Cland-grant institutions.”  Before the confercnce was
adjecurned, the participants decided 1o form a permanent national
organization of college registrars. The sccond host was MIT. To-
dav. AANCRAO has more than 6.600 active members from 1,950 insti-
tations, cight paid staff. and 2@ budget of nearly $600.000.

The seeds for the national associations were planted earlicr with an
informal mecting of mid-western college Secreta:  ~ and comptroliers,
who were convened by a consultant for the Carnegie Foundation.
The object of that meeting was to design a set of forms to be used by
the Carnegie Foundation in securing annual reporis from colieges and
universities.  After the consuliant left the meeting. the college repre-
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sentatives voted formally 1o meet annually (Constance 1978, p- 1.

At the ttme of these mectings, college presidents and professors in
several disciptines met to discuss common interests, but administra-
tive positions were still in an carly stage of development.  However,
once accountants, registrars, and Secretaries besan meeting, other
groups developed, as these occupations grew in specialization.  The
process of development 1ook two forms: splintering from a large group,
and starting from a small, usually informal gathering of officials from
the sume region.

Todav., most higher education associations have headquarters with
paid staff in Washington, D.C. These are relatively recent phenomena
that follow naturally from association purposces and national forces.
Necording to Bailev, the dramatic increase in federial contracts, grants,
and formula aid in the 1950~ and 1960°, and the consequent rules
and regulations, “served as a magnet to draw distant association head-
quarters ke ron filings to the ficld of force of the nation's capital™
(1975, p. ixy. Law firms and uade assodiations are attracted by the
same magnet (Roberts, January 11, 1978, p. L9: Roberts, March 4,
1973, p. 23

At first. associations like NASFAA had an elected, volunteer finan-
cral aad administrator as irs chief executive.  In the late 1960°s. an aid

university located in Washington, D.C. was asked
halt-time paid excoutive, A short time Iater, in 1972,

ddmitnistrator ai
(O SCrve s 1 O11e

the first full-timme paid executive was appointed.  Bv 1977, the asso-

E

ciation had three full-time paid staff in their rented office building
quarters (Dallas Masrtin, Executive Secretary: interview June 13, 1977).
APPA had similar beginnings.  The first full-time siaff were appointed
in 1972, with a budget of 56,000, By 1977, the association “d nine
full-time staff and were plannine to a ld another.  The annual budget
was nearly 3500000, only 31 pereent of which came from dues (Paul
Knapp. Fxecutive Dirccror: interview. June 16, 1977 and letter to the
author. Aucust 10, 1978;.

While the associations under discussion serve specific audicnces,
their purposes sound surprisingly similar.  Subst:rtute “registrar” or
“physical plant administrator” or “personnel officer”™ or “college at-
rorney” for business a-d related terms in the following and vou would
hove an approximation of the ~statement of objectives for those aAssH-

ciations.

NACUBO's objectives wre (1: 1o encou: «we excellence and creative leader-
ship inn business and financial management in higher education: (2) to
make arvailable o higher cducation at the national level the mmdgment
and experience of the business fMice professional: 3 to upen channels
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of communication on problems of busincssa management that are im-.
portant to higher education: (4) to give the bhusiness officer continuing
opportunity for professional contact. expression. and growth: and (3} to
cultivate professional attitudes, ideals. and standurds (NACUBO 1976, p.

38).

To fulfll their objectives, associations engage in a variety of activi-
ties. Some are sponsored by statc or regional branches of the national
group: others are sponsored by the national group itself. These ac-
tivities can be divided into three general categories: professional pro-
grams, research and publications, and committees or commissions.

Professional prograr:.s include annual meetings, regional and topical
conferences, workshops, seminars and other forms of studv programs,
and summer institutes, Research and publications in -lude associa-
tion, foundation, and government-sponsored projects conducted by
association members, staff. or other -pccinlists: quarterly or monthly
journals, periodic newsletters, monographs, manuals and guide books,
bulletins, occasional papers, and library services. Committees or
cammissions of members and staff and other experts (practitioners
and scholars) study and report on the concerns of the association cov-
ering such items as policies, procedures, government regulations, tax-
ation and philanthropy, special nceds, postal regulations and service,
and energy policies.

One service of increasing importance is the monitoring of federal
activity of concern to colleges and universities, and the reporting of
new developments to the campuses as well as the representation of
campus concerns before government agencies and committees, An
important function is to help arrange for presidents of different types
of institutions to testify on critical issues such as Veterans’ Adminis-
tration and privacy regulations, and the paperwork burden associated
with many federal requirements.

In these activities, associations (ry to work together with one or
another «f the institutional or professionat groups :aking the lcad.
NACUBO took the lead on paperwork problems., AACRAO on Vet-
crans Administration regulations, CUPA spearheaded many of the
cflorts associated with compliance to regulations concerned with han-
dicapped students and emplovees, and APPA has become a chief force
in representing higher ceducation’s interests in the development of a
national energy policv. QOn some issaes, especially financial aid and
the exchange of legal information, many associations want to be in
the forefront and some duplication of effort seems inevitable.

Onc of the major acts of coordination was to build a National Cen-
ter for Higher Education at One Nupont Circle in Washington, D.C.
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Most of the mnstitational associations and many of the major groups
representing spectfic fundtional o professional interests are head-
quartered there or at the new companion building, FEleven Dupont

Circle. which was constructed in 1977, Those not housed at One
Dupont Circle participate in the joint efforts sponsored by ACE and
other pilot organizations. A small Coordinating Committee meets

twice a vear to discuss long-range issues. the Lavrger Scoretariat meets
monthly for mote detailed discussion. and the influentinl Committee
on Govermmental Relations of NACGUPO meets twice 2 week for dis.
cussions of strategy and assignments thart are described bv  Bailev
(1975), Bender (1977), Murras (19760, King (1973). and Wolanin (1976)
in their works cited carlier. T he task of these croups can be called
! has connotations that officials in cduca-

lobbving., although rhat word
tronal associations want to avoid.  Tiois important to them to provide

information to government officials as well as o help orient, wtrain,
and involve theh members in association activities,  Protection of the
Lroup s an importent part of advincing its intcrests and its states.

Two topics deserve further treatnment before some conclusions can
be made about associations as oreanizations of tmportance 1o colleg-
tate middle-managers. The first is the members themselves and the
second 16 the executive dircctors of the associations.

Nearlv every ascociation conduets a membership survev cverv few
In part. this s oo matter of curiosity, but it is also good market-

ARHERN
established, national associations, like any

g strateay. For onde
other organizations. want to survive by serving their membership.
ObviousIv, one must know who is being served, Interesting survev
results muav he found in CASE Curents (Ralev 1978y, the NACAC
Journal (\Whitmihie 1978) other associatien journals, or by writing to
the associations.  \ succinct review of middle-managers” associations
is found in “Profile.” a description of the College and University
Interassodia jion Jlanagement Related Group (NACGUBO 1376).

In myv interviews and survey of colleginte administrators, I found
that membership activity mav be clossificd on four levels: forerunners,
actives, identificrs, and inactives, Forerunners are the leaders or states-
men in their ficld. Together with officials of similar expertness from
institutions across the country. they fornn the basic cadre from which
officers are elected anei planning committees are selected, and on which
professional role maodels are based. Thev also write articles and lead
Forerunners are tvpically drawn from a

discussions on current isstes,
vutions and mayv meet informally

velatively small group of similar in
outsicle the auspices of the association.  In some cases their success at

i - 538
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developing a professional association has been so great that they no
longer Tee! they can gain from ;. new members tace different tevels
of compiexity than the forerunners, who find thes cain less and less
from the assoctatton they give, bhut receive less mmacturn each vear,

This is not 10 sav that now leaders do not emerge from the ianks of
the actives, who are o crs that attend mectings and conntbure to
the developiment ot the organization. Almost by definition they arve
from Loge ov chite, well.endowed institirtions with bodgers to permit
travel to conferences and mectings, Associations poy for othicers” travel
bt one muaste be acnive and visible hefore he hecomes an otheer. The
association s, innoa sense, pished torsvard by those trom the most
complex institutions.

Identifiers are fnsoated they work in smaller schools with small
budgets and travel v severely Limited. so participation s limited to
teading association matevials o o attendance at o omajor meetings
when thev are held an oo neaaby cieve Tdentibers feel that thev are
rembers of o profession. bur have lirtle opportunity 1o associate with

colleagues,
Inactives are o0 institutions of all sizes: they do not assaciate woith

thetr professional gronp. and do not seem 1o miss it T found few of

this tvpe.
Membership profhles arve especially interoestine when thev are com-
I I ) .
ared over time, AS collesiate middle-mammagement becomes more
- =

complex. the cducitional attainments and interests of members ad-
vance.  For example. not mcony vears azo APPA members were more
like ~enior building custodions than engineers. But the cunpus con-
struction boom of the canly T960s and the inaeasing nse of elevators,
air conditioning. and other complex cquipment. as well as new and
more sophisticated building technigues, demanded o higher level of
training.  Now the profile of active moembaers shows an engineer, often
with o master’s degree in Bosiness Administration, as the representa:
tive person (Paul Konapp 1969, Other associations show comparable
changes.

Membership also seems to vary with the dues strucrure of the asso-
ctation.  Im some cases, membership is an individual maitter: in other
CANCS. 10 BN Instituironal, 'he Taiter condition s desteed becavse it
viclds more funds, creater financral stabiboeyvy and o hichier lovel of
stitus antonge assoctations. Bat it also redoaces the number of “voning
members, and on some cuanpuses it seems thar o voring or official
reprosentaiive, who is almost alwiass the directo: the office. 15 the

onlv one to partcipate in ANSOCTATION e tivIiTTes
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Fhe full trme excoutive ditectors of ANSOCINtions are an mteresting

Lronp Some have nany seans cxperience i theny ficld, bur Guite o

few do nor. Mobilits for an assocation exeoutive is similar to mobil-
ity tor Georegistrar, e mnast mnove to Parger organization.  As a con-
sequenc e ot all have experiencoe in the beld whose prroiessionals theyv
reprosent. . King describes these oxcottives o hipghlv educated, well

vl and o mostiv AWASTS (1975 NMuany belong 1o their own associa-
non, the American Sodieny of Assodiation I'xecatives, which is com-
prised amaindy of business  assodiation administrators and has both
revional and national nmembarship woups. Twenty one - long to the
College and University Inter assodiation Management Relared CGroup.
While parts of hicher cducation ae nosw cxperiencing rerrench-
MICIT, associations e still growiny in complexite and saff size.  In
POT7. the Assodiation of A\maenican Universities, wlich represents about
SNV nadional reseanrch tuniversities, donbled *he size of 1ts staff and
almost trebled ies annual diaes poer mstitution to S 2 000,
Associations e mportant orcanizations {or middie-managers. Thev
provde and cnhance identing intormation. status, and recognition.

Fhese are mmiportant benefics, but there are problems too. The major
O results from o eosed spoectalization, which associations sSIst,
With ancreased <ot cation of cach oce upation o group. it is more

dithcule for them 1o tooperate and coordinate with other groups. This
Rias consequences tor activities hoth in Washington and an campus.
Iy Woashingron, this ineans it becones more diffhicult 10 control cdupli-
cation of eflort on hehalt of ey isstes, such s federal financial aid
and making the most eflective tse of 1esotrces, It a2lso means that
persenmel oficers and physical plant administrator< want to be inde-
pendens ot business otheers, from which organization thev beuan.
This leads 1o contlics Among several assodiations abour resources and
role of NACUBO, whose anna! budget exceeds 82 million dollars
and whose officers are central 1o the disctission of MOSt N3 ]OT [SsUes.
A similar phenomenon occurs on cimpus. There, too, middle-man-
acers ditfer in pPoweer, status, and (:I)];nlrlnli[_\: the strong want to lead,
while the weaker wane to cmerge as ot least independent,
Specialization also spawns rertain campus dyvstunctions. Mid-level
collegiate adminisniartors, who <hare much iIn common, are more
Bkelv ta provide critical job information 1o scnior lmanistrators and
pecis oft-campus than to colleacnes an campus (Scott 1977a, 1977b).
For example, NACUBO provides excellent newsletiers and special
bulictins aboutr new foderal requnemertts, but these publications us-
vally have rather hmired dirculation on campus. Some mid-level
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administigors, such as atorneys and personnel officers, will have de-
Lived access to them, while others, who mae also “need 1o know™ man
be outside the orbit of campus arculation,  As o resal, they muast
refy on others, o1 arge their own assoctation to establish o Washing.
ton “hot-hine”  Intormation s the kev to status, and NACUBO pro-
vides more and better information than most occnpational associatons,

In their soruggele for status, mddle-managers and their associations
have cinphasized the nmportance of speaalizatton and the use of
specialized knowledge. When this has bheen done effectively, it has
strengthened then position on cunpus. Bao specralization tends to
load certiun umntumi(;uiun links (1o sentor administrators and o
assocttions) and l)[.l\(k' relatively ey importance on others (campus
miucddle managers and tacualivy, One can argue that maddle-managers
expoedt other specialized channels to convey information 1o facaley,
For example, the provost may be the appropriate channel for cequal
cmploviment and mandatory retivement legislation requirements. But
that crcuit can carry only so nany anessages and there are many other
topics of informaton: explanations of TIAACREF muailings, the
ctlfecrs of a0 new minumum wage on department emplovinent ot part.-
time help, and others (Scote 19770).

It is dithculr to argue as parsuasively thar cach middie-manager
othce should expect another to provide ¢ritical intormation to middle-
managers who also have o “need 1o know.”™  The demand for infor-
mation. guadance, and rraining is so great that cach mid-level admin-
istrator wants timely data and ready access 1o . When you add to
this the desire for rccognition and the status that comes fron. being
part of o recognized group. ot s casy o understand the dramatic
growth of complex national assodiations as important organizations
for middle-managers.
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Summary, Recommendations, and Implications

.

What Should Presidents Do and Why?

Before addressing what the president of a college o1 university
can do, one must consider why he should do anything about the
condition of campus middie-managers. The answer has three dimen-
sions. The first is a practical consideration: most presidents want
to be identified with ecfleciive administrations. The second is also
concerned with a practical consequence, but it is different: the tone
of administration is really set by the president and he should be
conscious of the results of his leadership style (see Bogue 1978). The
third dimension is political: colleges and universities are under
enormous pressure to change from being like private, familyv-owned
companics dominated by relatives 1o becoming more like publicly
held corporations and being just s accountable for their actions
(Scott 1978a).

First, presidents want to be -identified with effective administra-
tion, which comprises goal formulation, poal attainment. resource
acquisttion, ancl membership satisfaction (Genova et al. 1976). To
establish an effective administration, the president should be certain
that middle managers are compectent, satisfied, and committed to
the institution or elve they will have a stafl with either high turn-
over or bored people. Second, the manner in which these activities
are carried out is influenced greatly by presidential leaHership style
(Baumgartel 1976, p. 23; Henderson and Henderson 1974, p. 20;
Brooks 1973, p. 432). Third. federal, state and corporate trustee
requirements for ~administrative accountability in academic, finan-
cial, and personnel matters carry such severe sanctions that presi-
dents are well-advised to be concerned about how campus authorities
conduct their business.

Therefore, since mid-level collegiate administration is really an
extension of the president because he or she cannot possibly answer
all inquiries and make all decistons, it is incumbent on the president
to be concerned with the professional health and condition of his
subordinate officer~. The manner in which they conduct their af-
fairs will affect the president’s relations with faculty and outside
groups  His ability to control the growih of administration will

depend on his knowledge of it.
Given that something should be done, 11e following recommenda-
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tions are ofteredd for college presidents and provests:

(1 Make ase Gl what e knvowasr aboor job satictaciion and organs-
zational commuiment. Develop incentives that remnmforce major rob
satinsactions (e opportuntties to L8 help staaentss and statl, (b)Y to
act independentiy, and (0 to make an o impact on the organization)
and programs thar deal with areas of frostration (e laokn of statl,
poor workspace, cmphasis on papornsvorkh, and ik of recognition
and appreciation tor their work).

(2) Provide mechanisias tor teedback o middlé-managers about
then successes and shortcomings. NMost people need external sthimnh
and reactions, Make smre that madddeananagement jobs have op-
DOrtundties tor success, protesstonal growth, training, and an adequate
salary structure,. Presidents savy they want Usellstarters” and com-
pare admuanisorators o facultv. Bue they do nor provide similar
cenvironmental conditions, rewards, and incentives, such as sabbatienl
leave programs and tenne.

(8) Be concerned abour the vtnvirommnent for innovation.  Nany
administrators sce their organtzations as relatively constraining. They
find there s hittle expectation that they will iy out new tdeas; thev
nave hittle or no hecedom 1o ~et then own personal performance

goals: 1op management shows little consideration™  for middle
(Baumgartwel

managers: and communication is not free’” and Copen’
1076, pp. 32 and 33 Develop an anmosphere of trust and respect
(NMaccoby 1978).

(4) Recognize the value to the individuals and 1o the organiza-

tron ot hroad participation i coal settime aouvities, I'has s alimost
an amperative n the development of professional idenuiey, integra-
t1o° “d commitmoent. Fncotage the development of admimmistrative
co o and similar ~structures. Consider new dimensions to roles
of He-managers,  In Britan, tor example, middle-managers are

accorded much more dicniry thoan an cither Canada or the US. We
can  learn by svadsving new methods of career development and
organizatt- 1, amd the role of Dritish administrators in institutional
decisiomaking (Greenaway 1977

(5 Incourage career ablteainatives and mobilitv within rour or-
ganization.  Because oxpectations are Jow amd admiinistrative struc-
cares Hat. thore s no oadivion Tor madhs antarnagd mobilioy i ad-
anistration. . Curntent. concern lor prolessional growrh and mobiliey
runs agamnst concern tor Ahrmative . Ncnon, whiich v often an-
terpreted as allowing promotion only within specified career ladders,
But on most campuses there are cither no cneer ladders or very
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short ones.  For example, if there is o four per-on oflice ol admas

sons and a one-person ofhice of fnuancial aid tho peeds
tor, it sheuld be possible to appoimnt to that position . Lright .ad-
mission’s oflio1 who may leave the college because he or she wants
and deserves new professional challenges and rewards,  The dilemmoa
ot internal mobility and Athrmcotive Acton is of such magnitinde
that it requites special attention.

Middlc-managers want to lean, he challenged, and he apprediated,
The upror-

.. [ I
o Fiecw gatecg -

Not all regard upward mcebilits as their prime poal.
tunity for ncew challenges and significant conuibutions ol clior:
toward the achievement of camipus goals s cqually importanr. Re-
newed attention must bhe given to (ollegiate organizations and the
degree of mobility possible within thenn, both upwatd and cespediatly
lateral. Middlemanagers mayv even be able to contribute to the
developmert of new curricula in areas of interest 1o students,

Only by understanding the roles, fundtions, and necds of micd-
level administiators, and by making the best use of them as exsen-
stons of the presidency, will colleges and universities be able to
exerdise some control over the rise of administrative costs®

What Can Middile-Marnagers Do for Themelie?

It seems clear to me that there is lirtle evidence that colleges and
universities will change «oon. meaning thar on their own, presidetiis
will probably not encourage and support ~tatt development and demon-
strate concern lor the protessional health of mid-level administrators.,

If presidents won't proposc change, who witl>? The faculn:
Students?  Trustees?  Government in its several forms® Burt por-
haps middle-managers should take the initiarive.  In most  ciases
middle-managers have the capacity and the [reedom 1o develop and
propose changes in the incentives and naininge available 1o improve
both compcerence and performance.  Mudh can be done from below
i an oracanization if the rizht ardtudes exist, In the words of

Harlan Cleveland (1974, p. 31). there is a set of attitudes which are
the muanagement ol complexityv: the notion thar

indispensable 1o
1~ fun:

crises are normal,
the understanding that paranoia and «cli-pity are 1eserved for non-
there mne be some more upbeat

tensions are promising. and complexity

exccutives; the conviction thar

®* For an analvsis of the offects of fcderal compliance requirements on the cx-
the mcrease in <talf costs, we Scorr.

pansion of administrative  positions  and
maore  from ornsfito

19724, which concludes that these forme of growth result
tional behavior and stvle than from the regulations alone.
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outcome than waould result from the sum of o labic expert ad.
vice, and o sense of personal responsability for i situation as a
whole.

Since these attitudes already exist in large measure among many
middle-managers, the next steps for growth seem within ceach. It
1s only up (o them to make the first move.

Here are some specific first moves.

(1) Be visible. Participate in the educational life of the college.
Be active in committee work and advising; eat with the faculey:
work with the departments and deans, Keep them informed about
your, work and ideas for theirs. Diaribute reports widely: keep
your faculty informed abou' national developments in carricula,
placement wosting, and wrends in enrollment.  For example, if you
are a personnel officer, whien was tne last time jyou offered to help
a dean plan for the impact of an increase in the minimum wage on
next year's budget? When was the last time you offered to review
that recent TIAN-CREF muailing at a faculty meeting? When did
you last offer to help a new decan or department chairperson under-
stand the employment regulations tha: will affecr him or her? Even
if he hav a career administrator or a seasoncd aide, ¢can vyou be sure
that b~ knows (Scott 1977L, 1977¢). With the help of others, start
an administrative council or similar organization for discussion and
proposals concerning the cducational and wor!. environment of the
institution,

(2) Develop ard Jdemonsniate skills in forecasting., plinning, and
budgeting. Know the literature of higher cducation: know wl 're
to And studies that will help yvour work and that of vour colleag. ..
and faculty committees. RBecome familiar with the resources of . .
ERIC Clearinghouse on Higher LEducation.

(3) Analvze vour institution’s structure and propose paths for
fessional and intellectual development. In addition to courses 2. -
degrees. look into exchanges with departments on your own and
other campuses. Much can be learncd bv doing vour own jobl, in a
different setting and by applyving vour <kills 1o special, short.term
projects. Identify possible promotion patterns in the organisaticn
and suggest them to vour senior administrators.

Almost cvery college has foculty in accounting, sociology, and
psychology qualified to teach courses in managerial and fund ac-
counting. organiszational behavior, and communications. These are
areas of neced expressed by middle-managers, and such work could
be offered in short courses on cumpuses at little expense. But some-
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one has to propose and organize them.

Administrative departments should be encouraged to visit, en
masse, equivalent staffs at nearby colleges. Exchange visits. It is
amazing how helplul it can be 1o spend just one day in another in-
sturation’s shop. Your staff will learn two useful things: som- new
ideas and how good their own ideas are (Scott 1975, 19/83‘

There is a tendency for mididle managers, and others in burecau-
cratic positions, to specialize intensively to make themselves ever
more proficient and indispensable. To consider a short-‘erm job in
a different context is a foreign thought. Actually, bevond a certain
plateau, it is> the aw.ainistrator’s imagination and talents for thinking,
written and oral expression, and organization, not his knowledge of

a parutcular field, thor  -¢ imporiant both for effectiveness and con-

tinued growth. .
(4) Demonstrate +su: professionalism: don't ask [or status. Farculty

rank and special voting privileges for [ull-time, nonteaching ad-
ministrative officers are “red herrings” that probably will do more
to alienate the people yo. wish to influence than ~nhance your
status.  Taculty status alone does not bring respect. .deas and ac-
complishments do (Sgott 1975).

In summary. let me quote from William Price (1978) .nd refer
readers ro his article: middle managers can become more cllective
1f they “watch their time.” *conrinue to learn,” and ‘lead by ex-
ample.”” Presidents can lcarn [ron middle-managers, (0o, if they
follow this credo.

I have been enormously impressed by the middle- -managers 1
have met, but the\ have achieved their status almost in spite of their
institutions, or at least without conscious institutional support. They
suffer and vet they pro~per. Thev have a high degree of institutional
loyalty, but must look off-campus, mostly to their associations, for
training., guidiance, recognition, colleagueship, and. rewards. They
arc oplimistic not because they believe things will get better, but
that they will get better and risc ‘o meei the new needs.

Implications
All roles evolve. M\lid-level collegiate adminis:irative positions are

no exception. During the past century we have witnessed dramatic
changes in the role of presidents and of faculty (Jencks and Riesman

1968). College and universiiy organization has also evolved. And

it is important to consider how these roles and organtrzations may

evolve in the future.
Earlier we talked about the influences of external forces on in-
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stitutions. These influences will no doubt continue unabated and
new pressures will emerge. Certainly the declines projected in both
financia! support and enroliments will evoke new kinds of responses
from evolving roles. Kenneth Boulding has commented in rhese

terms:

. decline management comes down to the problem of administration.
Perhaps the crucial problem of the declining sector is that its adminis-
tration becomes more difficult. . . . The skills of managing a dechning
institution are not different from but are probably in some sensc greater
than rhose required to manage institutional growth. There i in the
former a greater nced for empatby and for an all too rare mixture of
compassion and realism and for the crcative widening of agendas. The
manager of a declining institution is required to think of more things
that haven't been thought of. In a growing institution mistakes are casilv
corrected. in a declining institution they arc not (Boulding '975, p. 8).

Since new demands on institutions often result in the growth of
middle-management, it is important to ask about the role of mid-
level administrators in a period of retrenchment (Scott 1977b). Data
suggest that administration will continue to grow even as teaching
staff is cut back. But the role and status of administrative stafl will
remain the same.

That is why I value the metaphor_of *‘lords, squires, and yveomen.”
The rovalty annoints more lords when more are needed to handle

-the business of the kingdom, but they are still limited in mobility.

The metaphor helps illuminate the unique organizational character
of the university and the implications for middle-managers: mobility
and opportunities for growth are liniited by structural and philo-
sophical impediments. In the profit sector, staff. development is
encouraged as a means of identifying future top managers. In higher
education, staff development is seen as more important for the in-
dividual than for the organization. The mectaphor also suggests

the dilemma inherent in the issues of service versus control and the

role conflicts and ambiguity that are built into middle-management
positions. Selection, training, and condition can all be evaluated
again~t this mode!.

Human relations theorists speak of maximizing one’s potential
in his role; theyv say that to speak of limits is to invoke a self-fulfilling
prophesy of frustration. I agrece that much more can be done to
improve the lot of middle-managers, and I have tried to suggest
some mecans of improvement. MNore imaginaiis olans must be
tried. But I also submit that the die 1s cast—that there are severe
limits to growth and change for college middle-managers as long as
presidents an< provosts arce monarchs and the faculty i~ the roval

family
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